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. Ralotions Counselors. 4t z}ut time I hoed gome liitle personal

zost sccurate nay. - T S

DRe ELTON Be KAYO, Amnblate Professor of Industrisl Research,
Harverd Oraduste School of Businacs Adnlnintrntiou,
Hervard Univeraity, .

i Canbridge, Uassechusotts.

Dear Dr. syos |
You will recollect that during the winter you came down

| ~and talked to & group of porscnnel men at the Herverd (lub, the

moeting heving bean arranged by Arthur Young of ths Industrial

s

~

~ conversation with you erith regard to the work vhich the Western

" Nareh 15, 1928, /

Elactric Company is dolng at 1ts fectory in Chicags on Reat Periods,

end you expressed yoursell as belng very much iuterssted in this

work and wiehing to keep in touch with vhat we were doing, which

: Pemsria « gaedless to soy - I greatly apprecisted.

I an enolosing a study which %o have rocently medo on the

effects of Pest Periods. I realize that in meny rogpects this

3
stady 1s subject to improveémentand we have now renchod the polnt

vhere we wish 4o continna thage atudiés by initiating further series

of them, end wo want to be sure we are appmobing tho retter in the
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‘?-w? ' }f you heve the time tn look over thies "é:hndy, 1 would like
" 1o have your commentd =nd sugpestionsy and 4 what wo are doing appuare
to you to be af sufficient intorest to .Want the trip, we would
grectly aporeciats 1t if you eowdd evrengs to go out to lHawthorne
to observe our experiment snd talk with those in our organisstion
vho ero cerrying it on, snd glve thoem the bensfit of your expsrionce,
I trust that if this study mesns nothing slse, 1t will indi«
cate to you thet wo are moking &n eoruest offort to golve some of the
problems heving to do with Best Pericds, and ere trying to axrrive at
this solution on e basis thet is sufiiclently | somprohenaive to werrsnt
your cooperstions ) |
.‘ I you eghould find it possiblo to meke the trip to Hewthorns,
| would you let mo know whun 1t would sult your conven&an;sa to go? ¥We
| ~of course expect to p&y all your exzenses in connection with such a ! | |
vielt, D | o . o
I am gonding a ¢opy of this letter to Kr. Bowaz;ﬂ of the . | |
| Induatrial Relatlons Osunselors,(es I understand Lrthur Ysung i3 out
N L o town) end sm asking him 4if he _wm.'not. write you witﬁ & view to
enllating your interapd in the exﬁeriaqnt w0 &re carryiug ol
, ’ with kindeat ra,éards and uost blaount. mémorias of thoe evening
“. st th Farvard Clubu - - |
{‘7 - ‘ B - "Host sincorely yours,
| 4 a ot
Copy tos o

Ge A¢ Boviors
Ces L. Rice v Cooe

L o3
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INCORPORATED t
ELEPHONE AND TELEGRAPH BUILDING '

N WWILLARD &ﬁ |95 BROADWAY o
M C m‘o«uuomzcvd kﬂwﬁ' NEWY RK Oct'bbor 1. 1928 ;

a0

G. 0CK, Supte of Ingpection'

Hawthorne

|
Dear George: | .
Returning from Hawthorne last week I resd with no little eager~ E
ness and interest the report of your fatigue experiment which you so kindly
gave me, likewise the transcript of your talk to the supervisors in your
Branch. ;

e

I cannot too strongly emphasize the importance of the thing that
you are doing and the thoroughness of your approach and preparation of the -
conduct of the experiment. As I Indicated to you, I hope this will be the
beginning of a sufficient number of experiments of this kind to cover our
manufacturing field completely. I think it bids fair to be the biggest e
_contridbution to the problem of management that has ev r been made in the \
Systeme . CTT A

The attention which it has attracted through the enthusiasm
of Dr. Mayo has resulted in a flood of requests for priority of publica-
tion. I agree with you that it is too early to draw extensive conclusions
and to rush them into print. Furthermore, it is of such importance that o
I think Mr. Hosford's suggestion is wise that when we are ready to publish, ’
the priority should be given to the Bell Technical Journal.

In the meantime, I am holding an answer to a request from the
Personnel Research Federation so that my reply will be in harmony with
your answer to them, addressed to you on September 17th.

I have a suggestion to offer concerning the first informal pre~ . - o

gentation by you before a group of personnel officers of mamufacturing em=
ployers in the United Statess I am a member of this group which meets
monthly and discusses inside matters confidentially. No printed publicity
is given to their transactions. I have talked with Mr. Hosford about this

o and he suggested that whem Mr. Stevenson returns, I discuss it with him. '
- u , « My reason for suggesting that 1s that you can feel free to present the
roo matter informally, and there will be perfect freedom of discussion which

: may bring out facts very useful to you.

"~
.-
-
s

I have already been approached by some of the officers of the
A. Ty & T Compeny &t headguarters for information about it, and I do not
“wish to release anything to them until you are ready. They are, howsver,
represented in this group that I mentioned above.
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G. A. Poennock - 2

Q . Inagmuch as the interest on the outside is growing, we of
' ‘course have to think something about how your first results should be
presented, and I am sure that you are doing that. I have some thoushts
about the matter of presenting the data to the A. T. & T« Company when
the time socems to be appropriate, which I would like to discuss with you

verbally at the first opportunity.

Yours very truly,
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i« Westeru Electric Company,
§ N {NCORPORATED
- ,." TELEPHONE AND TELEGRAPH BUILDING
Q . W. WILLARD 195 BROADWAY

PERBONNEL DIRRCTOR NEW YORK October 3 r 1928
: ‘ \

AY

G. A+ PENNOCK, Supt. of Inspection '

Hawthorne j

Dear George:-

Since I wrote to you on October first, comer?ing your fatigue
- experiment, I have had opportunity to talk the matter over with T.K.Stevenson.

~ He shares the opinion which I gave you concerning the policy of publicity. g
He would like to have the first disscussion on the subJec# by you before this ;
group that I mentioned, inviting Dr. Mayo and perhaps aox%xe other people who - | |
are authorities to meet with us and present their opiniottm and criticisms. - \ AY.

‘¢ Both Mr. Stevenson and I feel that t’he method& and results of
your work are of such importance that we would as a Company make a mistake
in not discussing them with competent management and professional people
who are in a poaiti@n to give us constructive criticism, dbut that general
publicity should de avoided until you have a chance to condust further ox~
periments.

Mr. Stevenson is going to discuss the matter with Mr«. Hosford and

Mr: Stoll along these lines n:ul suggested that the three of us discuss it at
an early opportunity. | T

D Yours very truly,

' OOW to Mr. T. K¢ Stevenson wal}jﬁ Lt -
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Westem Electric C‘oztzpazty,

INCORPORATED
TELEPHONE AND TELEGRAPH BUILDING

. W.WILLARD 195 BROADWAY
Q PERBONNEL DIRECTOR' NEW YORK

Octoper 11, 1928

g . W\
/ G. A. PENNOCK, 5&4. of Inapecti.on

Hawthorne

Dear Goorge:-
i

Following our telephone conversatidn yesterday, I had a talk with

Mr. Hosford and Mr. Stevenson, the result of which was agreement that you be

invited to make the first presentation of your experiﬁlenta.l plan and the
results of the first experiment on the test group, comﬁdentia.lly before a
group of representativea of the management of a mmmber of large employers.
- This 18 the group which I had mentioned to you previoIlaly. It consists of
‘" personnel and other officers of the A T. & T. Company, Union Carbide and
Carbon, United States Rubber, New York Central Bailz;oid, Standard 0il,
General Motors, General Electric, Tidewater 0il, Bethlehem Steel, United .
States Steel, and Industrial Relations Counselors, rell?resented by Mr.
“Arthur He Younge It is planned also to invite Dr. Maajro and perhaps some
. other specialists in psychology. Probably they will 1Lta.nt to set the
date some time in November; I cannot tell you d.eﬁnitefly nowe I will
find out and let you know as early aé possible. ’

As you auggeated. yesterday I will undertalée t0 make peace with

O _vithout :ln any way compromising you. ‘

|

Yours very tnuly, |

//* , N
i ! n
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R | WESTERN ELECTRIC CQMPANY, Inc.

o g . ' 195 Broadway, NeYs .

ot . : ' ) )

October 11, 1928, \

Dear Mr. Rice: | i

I have only recently found time to read the progress report
on the rest périod study which Mr. Pennock has been conducting, which
was sent to me with Mr, Meese's letter of August 2lst.

'I was very much impressed with the comprehensive manter in R
which this investigation is being conducted and in the results that |
have been obtained, and I feel that Mr, Pennock am his people are . °
to be cdngratulated on the fine work they have done. - | e

I shall await with interest the recommendation of the Com-
mittee which has been appointed to consider the plans to be followed - {“:i

"+ in introducing rest periods generally and for developirig methods of | ‘
training gang bosses and group chiefs in better ways of hanmdling and | . '
dealing‘with employees, ' ' o

The subject of rest periods is one in which the General |
Persmnel Committee has been interested and, as I have,reported from
time to time that we have an investigation under way, I should like
very much to put in the hands of the Committee members éopiea of

: (-‘*] | this progress report. I would, therefore, appreciate it if you will

send me six copies of the reports

(signed) W. F. HOSFORD,

' Vice P '
Ce Le RICE, ¥Works Mana ce ]resident.
H&‘th’orm . &
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/] " Western Electric Company;

INCORPORATED
R TELEPHONE AND TELEGRAPH BUILDING
£ W.WILLARD |95 BROADWAY

ONNEL BIRECT! NEW Y ) .
Sy ooy mineE—_ ORK October 16, 1928

G. A PENNOCK, Supte of Inspection

Hawthorne

‘ Dear George: - : .

| after talking with [ over the telephone ana aiscuesing
the matter with Mr. Stevenson, I sent a letter to Dr. Bingham, as indicated
- by the attached copy dated October 13th.

Mr. Stevenson tells me that he has discussed the matter with Mr. ' o
Stoll again, and that Mr. Stoll feels very strongly that the time is not ripe
for any general publicity.  ~ Mr. Stevenson has impressed upon Mr. Stoll that
it would be to your advantage and to the Company's to have your work in-
formally presented and critically discussed by the group of men mentioned in
my letter to you of October llth. Mr. Stoll is now studying your report and
has reserved opinion on this question of presenting it confidentially to a -
gelect . group until he has been able to go over your results carefully. As
indicated to you in my letter of the 1llth, we feel very strongly that it would

- % "be distinctly to your advantage in this ploneer work to have that kind of

confidential, free, and informel criticism from a group of people who are not
largely dominated by purely academic considerations.

I did not know of _s request to you of September 17th
until after returning to New York on the 22nd, which was after you had given
me the copy of your report. Immediately upon my return, having read your
report carefully on the train, I had a talk with Mr. Hosford, presenting the
viewpoint in regard to publicity which later he and Mr. Stevenson and I
agreed upons I t0ld him about the pressure for publicity which was being
exerted upon you and about Mr. Stoll's opinion as I had sengsed it. I was
hoping that he would find time to go into the matter immediately, so as to
discuss 1t with you and Mr. Rice before the barrage from the outside became
t00 heavy; but his time was so- completely occupied with the new plant plans
that he was unable to do so.

I am telling you all this confidentially, because I know that you
‘ cannot help but think it queer that I did not write to you immediately upon my
[‘\; return. I felt that a matter of this kind ought properly to be handled through
i the supervisory line organization, and was confidently expecting that it would be.
¢ However, I wouldn't have you feel to0o much concern sbout what Dr. Bingham may or
may not think or saye Of course, he is very much disappointed, but I am not

disposed to take that very seriously. I think Mr. Stevenson wrote yesterday , -
to Mr. Rice covering the essentisls of his talk with Mr. S8toll yesterday morning.
’ P15 3126233363576 724
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G. A. ‘Poernock - 2 -

1‘ il ~

L3

Your letter of the 13th arrived after I had dictated the preceding
. paragraphs of this letter. I think that I have given you the whole picture -
O . as I see 1t at this time. Answering specifically your questions, it is my
' suggestion that while you will probably want to have for |reference s written
resume of the plan of your experiment and the results and interpretations,
"1t would be much better for you, if you wish to do so, t¢ present the thing
informally. These meetings are entirely confidential and informal. TFor ex-
emple, last year Mr. Stettinius representing the General Motors Company pre-
sented the essentials of thelr plan for distributing exedutive bomus compen-
sations, before it had been announced to the employees or to the public. As )
a matter of fact, much of the material which he presented to us confidentially '
was never given publicity. This sort of consideration gives complete freedom
of action on the part of the man presenting his work, and bringes forth a
freedom of discussion in the proper spirit, which I find helps greatly in
the consideration of these intangibdles of human relations.

The experiment you are carrying on in your branch is extremely
vitale Don't you think that we would want to carry such an experiment con-
siderably farther and get a pretty good grasp of the significance of the re-
sults before we talked very much about it? That is the gsort of reaction which
I get.e I shall see you either at Hawthorne or New York before you meet with
this group and if you are willing, would like to go over the results of the
experiment in the Inspection Branch simply for my own information.

-~a

It is proper that you should know that the whole administrative
staff at Headquarters is not only vitally interested in what you have been
- v doing and the results you have obtained, but they are exceedingly enthusiastic
about the careful, thorougsh plan which we all feel is the ground-work of the
results you have received so far.

- t

Reverting to the makeup of this group, it is rather limited in size, \
but each member mgy, with the permission of the group as a whole, invite certain ™
guests who have a very definite interest in the subject under discussion, and
for whom he will vouch as to their keeping the confidences of the group. Their
meetings are always informale They meet at lunch at the Railroad Club. During
lunch they discuss the general over-all business situation, each man being -
called upon personally to contribute what he knows and what he guesses, and he
is expected to distingulsh between them. Following lunch, the subject scheduled
for discussion is taken up with the same informality and the man presenting the
material is given the floor. -Frequently he invites discussion during the pre-
sentation; al any rate, discussion is likely to set in at any time in the pre-
sentation, because all formalities are barrsd.

T I am sure you will be interested in a copy of a letter written by
'SR Dr. Mayo to Dean Donham, dated September 17th, outlining some of his experiences
in Europe. I confess that a lot of the material in this letter is clean over
my head, but there are some points which will be suggestive to you and you will
de interested in what he says about your own work at the end of the letier.
This is the only copy I have, and I will appreciate it if you will return it to {

me vhen you have finished with it..
Yours very tr\y
ﬂ&/

.- e e s Sttty b 2 = ® e . —m . = o e L - - - [P <
»

B
+

Oy ey T T T at. S, o i . ol dts 5 - - Y & s

UNIVERSITY OF WISCONSIN - MILWAUKEE



e g LI
! : | ’)ppy .
. . . . : .
T o _ Loy
Y \ 7(1( ... Cotover 28, l9gs,
l;‘ [ _ - . ,
¥ ‘i l' ‘:A " : ) ,‘ v . ’ VT O ¥
I ¥. W, WILLARD, Personnel Director, | : ‘ A
e P ‘ 105 Broadway, New York, |
t ﬂf “. ' v "
[ TV Dear Fredt

; | : o Thank you very much for your letter of QOotober 16 giving
' P me the atatus to date on the subjeact of publioity for the investi-

. L gation we have boen makinge

C Y Naturally, we are still carrying on exporiments end in some
o .7 other dircctions to get further checks on the tentative conslusions
Voo ws haw already arrived at. At the present time, in addition to the

Lo regular test group we have in operation a group of five girls on the
R .~ mica splitting job, - also three girls on sequonce switch cam rivete
j LT o ing, - and in a typiat section consisting of ebout fifty girls who

PR
STt e :

; . ~ are working on a bogey system we have introiuced rest perioda. Ve ‘ ','
" v also have in mind ons or two othsr methods of further checking our o s
L results. R

K ke e
R N

Pel Dr« Mayo stopped off yssterday on his return from Denver o o
| and wo had a very interesting discussion with him, I arranged a con= Y
ference of cur interviewers with him and we spent all the afternoon e
L looking over some of the interviews and getting his thoughts and suge L
k T ‘ .- gaestions, and we feel that the afternoon was very favorably spente. R
L I took the liberty of sugzesting that he try to use words of one
ayllable which we could readily understand, amd ho 414 this very

O T nieely.

Dr. Mayo told me that he had been invited to talk (next Mone
day I believe) before the group you have mentioned, and asked whether
he would be at liberty to mention any of the work dons at Hawthorne,

I suggested that he see Mr, Stevenson previous to making the talk and
he readily agreed to do this. I suggested Mr, Stevenson as he already
knows him and I am not sure that you 4o,

AL
- "“w o

~ The plan of interviewing employeses in the Inspection Branch
' : " seems to be working out very satisfactorily. Vie haw had two meete
4 - 4ings of the small group type with all the supervisors using the intere
L I views as the basis for discussion, end the general feeling smong the
. first 1ine supervisors is that this materisl furniskes a tuch more. . ,
‘ interesting way of getting our ideas adross to thu than uythiu Poae
they ever had presented prov:lously. L

{ Lo

~

Pt

-~
»

l

i

' : -

t i * * .

‘*W it e . o i LA s Wt e g *‘mem &W.ﬂ.,r»». .—.'.—3

. .

.y . , .

E N , . N . .

* .
- .
. . t fe N - -

. \

B -4

-

e ot e, s W, E P, CR e !
] -

. v

UNIVERSITY OF WISCONSIN - MILWAUKEE



P  2..W, WILLARD, Personnel Directors 8 " October 25, 1928,

[

. I am returning Dr. Mayo's report to Dean Donhem. This was | {
of intereat, and if some of it went over your head I can assure you
that a xuch hrpr mt wout over mine .

2y . R L . . I L R

. . P2
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- Western Eléctrtc Comparny,

INCORPOPATED
™

195 BROADWAY

' W.WILLARD . f : )
> PERSONNEL omzc'rféf_ . f NEW YORK " Novéember 2’ 1928
4 i ﬂ | { . - - ‘ y
o\ A
LENN K, ﬁyégrintendent of Inspection |

Hawthorne

Dear George:- . T

Dr. Mayo talked before the Conference Committee which is one of -
" the two confidential groups sponsored by some of the leading industrialists. .
He devoted most of his talk to discussion of his own clinical experience, &

and a little of industrial experience. He mentioned your work, and said
only enough to arouse the curlosity of those present.

The way in which he did it was open to no criticism whatever. He
unquestionably has & true scientific spirit. That is evidenced by the fact
that he took particular pains to give you complete credit. I personally
feel that you could not have done better than to cultivate him for technical
advice. He 1s wholly disinterested so far as personal gain is concerned.
The next time I see you I want to talk over a nmumber of things about the
future development of your contact with him.

« The other group, the one which I aticnd regularly, has not dis- ’ o
cugssed the subject at all, and probably will not bdbring the matter up until
you are ready to appear before it. 1In all probability you will be asked to
-appear before both groups.

I have been worried a little lest you might feel that I was butting "
in. My sole purpose for intruding myself is to glve every possible impetus '
and support to the work that you are doing, because I feel that it 1s fun- s
damental to our whole problem of management-employee relations, and out of o
it I bvelieve can come a new technique of management which may be so far
superior to the employee representation plan that there will be no further A
arcument about it so far as we are concerned. I believe that this can be , :
accomplished only by careful, painstaking, controlled experiments such as vy
the ones you have conducted. .I'rom these experiments I believe that most ' '
of the essential data can be obtained to direct all of our employee relations
policiles.

Therefore I am vitally concerned in keeping the whole subject alive.
f:?’ In these days when the fever of high production is upon us, there is danger
of all of these mattera of development being shoved aside and forgotten. ‘
I am determined that this thing that you are doing shall not be. . L

~
-
L]

Yours very truly,

.
- . : 7 e
4" o
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WESTERN ELECTRIC COMPANY
Incorporated

195 Broadway.
New York

February 28, 1929

G. A. FENNOCK, Asst. Works Manager

Hawthorne

Dear George:=-

I was glad to get your suggestion in your letter of
the 25th, about publicity for your work. Just about a week ago,
Mr., Stoll, Mr, Stevenson and I hei a long discussion on this thing
and agreed essentially at that time that when you were reedy, it
could be presented first confidentially to the group we have been
talking about. I made the suggestion to the others that before
it is presented to that group we ask Arthur Young and perhaps
Dr, Mayo to sit around the table with us and make a constructive
criticism,.

My thought in having this session with Young and Mayo,
without the others of the group, first, was that you could get
the slent of a man who is personally committed to the principle
of employee representation but who is exceedingly broad and open-
minded in his approach to the whole problem, before we present it
to this larger group where there are several who are single-
tracked in that they think only in terms of employee representation.
It seems to me that if you could have the viewpoint of a man like
Young who believes in employee representatlion and yet approaches
the problem in a broad-minded manner, you would be somewheat better
prepared in the discussion with the whole group.

This discussion with the whole group will be a real
free-for-all after you have made your presentation. The chairman
of the group talked with me yesaterday about it, and was very an-
xious to schedule it whenever it will meet your convenience and
the Vestern Electric Company is ready to have it released. He is
planning to give to this far more attention than is given to any
of the other subjects which they discuss from month to month.
They ordinarily meet for about half of the afternoon one day a
month or one day every three weeks. He wishes to give to this

. a whole afternoon and evening, because of its fundamental im~
portance.

UNIVERSITY OF WISCONSIN - MILWAUKEE



G. A, PENNOCK - 2

I was planning to come to Chicago next week to go over
this whole thing with you; but I understand from Steve that you
will be here. I suppose that the demands of the Manufacturing
Staff Conference will make it impossible for me {0 have a word
with you; so we can perhaps put that off tentatively until the
week following when I will come out to Chicago and we can talk it
over. At that time we can make definite plans for the first pre-
sentation outside of our own family.

I have been reading over your last report which Steve
gave me last week. I4 is no little satisfaction to me to see
the plan developed as indicated in that report. The setting up
of a permanent development organization is of course essential
to a consistent attack upon the problem. The use of the direct
means .0f getting the slant of each individusl employee is some=
thing that is going to get under the skin of the employee repre-
sentation "redicals". I know some of them who will argue that
it cannot be done that way without breaking down the authority
of the line supervisor, and will talk their heads off to prove
that it is inferior anyway to the representative method in the
joint councils; others will say that the Western Elsctric Company
is sticking i%ts head in the sand by practically admitting thet
their conditions demand some sort of a representative method of
desal ‘ne with employees and then trying to Jjustify its historical
position against employee representation by adopting a generally
discredited procedure.

Yow as far as I am concerned, and I am sure as far
as you are concerned, I have no fears at all sbout answering
such of those fellows who will give me a chance to talk to them.
Arthur Young, however, is one who is judicious in his approach
to every problem. He also has a great desl of confidence in
Mayo, and I am sure that Mayo is not committed to sny dogma on
this matter of deallng with employees. If he is committed to
anything at all, it is to the very sound principle that if the
supervisors of factory people will talk less and listen more,
they can find the solution to their problems; and that funda-
mentally is my answer to whatever attacks the employee represente-
tion group may make upon your procedure. I will not ettack the
employee representation plan under any conditions. It has its
uses; it has served useful purposes in instances of which I
have knowledge. Probably it is today an instrumentality of walue
in some industries, otherwise mansgemsnts that are just as in-
telligent as ours would not continue to give it serious attention;
but it does not offer the means of doing that very simple and
fundamental thing~--namely, listening to the individual worker--
and that is where I think that you have the advantage of the
whole outfit.
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Of course, 1t creates new troubles and diffieulties,
and in looking through your last report I can see many spots
where the characteristie troubles will crop out; but if you stiek
to your plan of handling it with the comnsent and cooperation of
the front-line supervisors, so that they are not subjected to a
situation that permits of double-corssing, it is in my opinion
a distinct step forward giving promise of all the advantages that
can be reasonably credited to employee representation without some
of its admitted disadvantages.

I had lunch with the large group this week, end

Dr. Mayo was a guest. 4ihis gave me an opportunity to ask him
whether his set-up would admit of the training of one or two men
at a time in the sclentific phases of the work. I had in mind

that you could possibly so set up your organization that you could
give certain of the men who promise to be the most adeptable for
the experimnental work, alternate reriods of say three or six
months with Mayo, the rest of the time at the factory. This
would involve a little additional expense, but would be =&
relatively small percentage of the total budget you have estimated,
Inasmuch as we have to build & new profession for handling this
sort of development work, we may mot have a better opportunity
than that which is at present available at Cambridge. It is that
particular thing I wish to telk over with you. Dr. Mayo assures
me that so far as he 1s concerned, it can be done, and he will

be very glad to help you to work out a plan.

It seems to me that your budget proposal is reasonable
and modest. We have spent in 1928 upwards of $7,000,000 in the
entire Company for so-called .personnel activities. I can pick
more than one million dollars of that expenditure which has gone

for the cerrying on of projects that are gquite unimportant
in comparison with the work you are doing.

Yours very truly,

(signed) Fred

F, 7, Willard
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WESTERN ELECTRIC COMBANY
Kearny Works

100 Central Avenue
Kearny, New Jersey

May 28, 1929.

E., J. SMITH, Chief of Health and Safety

Hawthorne Works

We are considering a trail of rest meriods in the Coil
Winding Department here at Kearny.

Before staring this we would like to have inforinat ion
concerning this experiment at Hawthorne, such as:

1. Just how 1t is carried out

2. What results have been obtained

3. In what Departments are you using rest periods

We would appreciate having this infommation at your

earliest convenience,

(signed) 0. CARPENTER
Director of Health and Safety

QC:EP
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ANALYSIS OF THE msmm MADE 332' EQPEG’I‘IQIG BRAM
SUPERVIS0! ! . THE

This analysis was made Prom 59 seatlon Chiefs and 135 Sub~Seetion aml
Group Chigfs* lntarviews taken Japuary to June 1929 inelusive.

L Sub-Seetion and
Section Chiefs Group Chiefs
- 133

ls What is your opinion.of the plac? Favorable 39 .
: UnPavorsble 0 0
2¢ How bhas it helped you so far? Helped 37 117
Net Helped 2 8
Don't know 0 2
Naw Supervisor 0 6
3« Have you changed your method of Yes 3 76
handling your people sinee the plan Probebly - 18 4
was started? No 28 44
Don't know . 1 2
New Supervisor 0 7
4. Do you think the Company should Yes 39 129
keep it up and wrer the entire Don't know . 0 4
plant?
5« Are the discuvesions in the conferenmMors Interesting 32 112
now mors interesting or less so? Repetition now S5 o
' Less Interesting 1 2
Coyered all now 2 0
Don't know 2 18
Combinetion of
both . 0 3
6. Has the plan been smbarrassing to
s you in anywey? No 30 130
7. Have you any suggestions for im- No 33 113
provying on the present plan? Yeon ] 20
8¢ Do you think the employees are in Yeos 34 izl
favor of it? Dontt know 5 8
¥ot all 0 4
9. How often do you think the in- Annuslly 24 55
texrviews should be made? Semi-annually 9 55.
: Every two years ] 1
When Supervision
is changed 1 5
Quarterly 0 3
Depends 0 7
No definite perlod O 7
10. Do you think employees will work Yeou 35 118
as hard when not driven? Some will, some
wontt, 3 14
No 0 1
Don't know 1 4]

A, LEVKAU - 6088-8.
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Supervisory Training

July 5, 1929.

MR. G. A. PENNOCK - 6005:

We discussed the supervisory training work at the Branch
Staff Conference this morning. It was felt by all that the train-
ing of the supervisors through the medium of the personnel inter-
views has probably accomplished just about as much as can be expected
for the present. The supervisors who have had the benefit of this
training have certainly by this time gotten a pretty good idea of
what we expect a satisfactory supervisor to be, so that we believe
it is safe to assume that the situation in the Inspection Branch at
the present time is fairly healthy. The new supervisors who have
not had the benefit of the entirs course of training together with
those supervisors now being appointed should be able, we feel, to
absorb the idea sufficiently from the older men, so that we believe
it is safe to have Mr, Putnam discontinue his present training course
whenever he can arrange t0 conveniently wind it up.

It was, however, agreed that the division chiefs in their
divisional meetings with the supervisors would have some dicussion
at each meeting along the lines of supervisory training so that the
necessity along this line would not be entirely overlooked.

It was also the idea of the Inspection Staff that later on,
possibly some time in 1930, the subject of supervisory training should
be taken up again and thought given to whether the supervisory train-
ing course would be reopened, and if so, what form should the training
take and just which of the supervisors should partidipate. In other
words, we feel that supervisory training is something which should go
on rore or less continually but we believe the plan should be changed
from time to time as seems advisable,

In response to my inquiry My. Putnam advised that he was planning
on starting the second lap of Inspection Branch interviews about the first
of the year and that in his opinion the interviews would be conduected on
about the seme lines as before, namely, the interviews would be considered
confidential. In presenting this to the division chiefs this morning,
the opinion seemed to be quite general that our precedure under the con-
fidential basis has gone far enough and that in this next series of inter-
views all the pertinent facts concerning each case should be available
to the Inspection Staff.

¥e have, as you know, quite a few new division chiefs and I
feel that the next step forward will be in the training of the new as
well as the o0ld division chiefs to handle the supervisory nroblems to
the best advantsge. In other words, the time is about here when I feel
that the 1Inspection Staff should take hold of certain situations as will
be brought out through the inberviews and help each division chief work
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MR. G.A. PENNOCK: | 2. July 5, 1929,

out the most logiceal solution in regard to his particular case.

As I see it, this can be done to much better advantage if we are
in possession of whatever particulars we need to handle the case
intelligently. As I see the situation, even then our investiga-
tions should be handled constructively and not the reverse, and

I believe that practically all of them can be handled on the basis
that the division chief will be able to get sufficient infomation
to work on himself, using the information contained in the inter-
views only as & tipas to something that may be wrong.

If you have a discusslion some time as to the basis of pro-
cedure for the next general interviewing of the Inspection Branch,
I would like to be called in on it.

J. H. KASLEY - 6600,

JHK«BlA

P
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Western Electric Company,
Incorporated
Point Breeze Works
Court Square Building
Baltimore

October 18, 1929

G. A. PENNOCK, Assistant Works Manager,

Hawthorne Works

Dear Pennock:

I an anxious to start a training course for Section Chiefs
and Gang Chiefs, and am wondering if you can give me some help along
this line. It is my understanding, based on my talk with you last
June, that the information obtained by the interviewers is the basis
for all supervisory tralning work that is being carried on at the
present time,

Ultimately, we shall undoubtedly adopf this same plan of inter-
viewing; but in the meantime I am wondering if you have these inter=-
views, and the results that have been obtained in the classrooms from
these interviews, in such shape that we could use them.

It seems to me that the information obtained by these inter-
viewers at Hawthorne would be just as applicable t0 our problem here,
at least to start with, as if we carried on the interview ourselves;
and if we can get information that you have already obtained, we shall
be able to get under way just that much sooner.

A1l of this is on the assumption that you still feel that this
is the best plan for conducting supervisory training courses. If you
were starting in new with an entirely new force of supervisors who were
‘inexperienced in Western Electric methods and practices, would you use
the information you had secured from these interviews as the basis for
the classroom work or would you use some other plan of instruction? Of
course, what we want to do primarily is to teach the supervisors how to
handle their people proverly, and it is my thought that the use of the
information you have received through your interviewers will be the best
way we can put this message across.

I shall appreciate very much if you will give me your thoughts
in the metter, and let me have any information which you feel would be of
assistance to us in launching this progream.

Sincerely yours,

RO m. EODD.
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Western Electric Company
Incorporated
195 Broadway
New York

November 18, 1929

MR. M. L. PUTNAM ¢

Hawthorne

I was sorry not to have had a chance to meet you last
Pridey at the Personnel Research Federation meeting, so I wanted
to drop you a line to tell you how splendidly I thought you handled
your subject. In addition to the presentation of the technical
material of your paper I think you have done a mighty fine piece of

public relstions work for the Company.
Sincerely yours,

R. R. WEAVER

DP
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WESTERN ELECTRIC COMPANY
Kearny Vorks

100 Central Ave.
Kearny, New Jersey

December 17, 1929.

M. L. PUTNAM, Chief of Industrial Research Division,

Hawthorne.

Thank you for suggesting where I may proéure the test room report.

Mr. Dietz's copy will provide me with the data in which I was interested.
However, I did went to have the opportunity to speak to you about
the training work your organization is conducting for the Cperating 3ranch
at Hawthorne. It would be interesting for us to know how the instructors
or conference leaders are recruited from the Operating Branch, how long they
remain in this capacity, what different types of training you are giving,
how much use you are wmaking of the interviews you have made with the Operat-
ing Branch employees and the other features of the training program as applic-
able to the Operating Branch,
I shall greatly appreciate any descriptive data you may be able to
send.,

(signed) J. G. BROSNAN
Chief of Operating Personnel Division.

DP
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MR. C. G. STOLL, 195 Broadway, New York. 12«21-29

F. G, Atkinson of Henry L. Doherty & Company, 60 Wall St.,
writes us as follows:

"Capitalizing on the excellent material you presented
atlthe Personnel Research Federation convention last month,
we have outlined your plan of interviewing rank and file
employees for supervisory training purposes, t0 a number of
our senior executives and to ninety-four of our supervisors.

The response has been so enthusiastic that we are seriously
considering incorporating the plan in our own supervisory
training program. I wonder if you would be so good as to
permit me to visit you at Chicago, so that I might see
first-hand the machinery you have developed.

I should like to come some time within the next two
weeks « if your holidey schedule would permit - in order to be
able to present my recommendations here at a favorable time.

Signed - Fo G’. .A.TKINSON,
Chier of Training Division."

Since we are not in a position to know the capacity of various
companies t0 handle this interviewing plan, and since we are in a way
responsible as proponents of the plan, and since we have something to lose

-if some of the first companies trying this plan mishandled it so that it
fails or does them some damage, we have been giving the question some
thought and have discussed it with Dr. Mayo.

It seems rather impracticable for us to set up here to render
the proper assistance to concerns wishing to launch this program, as we
feel that something more than a knowledge of owr present method will be

necessary. In other words, some set-up should be made to render advice
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and glve further information 1o these concerns as our own program may

change and develop.

Before replying to Mr. Atkinson, which we must do promptly,

we should like to have your thoughts,

For your information Dr. Mayo has an appointment with Mr. Day

of the Rockefeller Foundation Monday Morning in New York.

C. L. RICE,

6005=0AP=12-21=JC

Copy to - W, ¥, Hosford - New York,
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INDUSTRIAL RESFARCH AT HAWTEORKE

AN BEXPERIMENTAL INVECTIGATION OF REST TERIODS, WORK-
ING CONDITIONS AXD OTHER INFLUENCES

By G. A. Pennock, Western Electric Company, Chicago

If there is to be a gcience of industrial relations, there must be a
scientific apprecach by industry to the problems of industrial rela-
tions. This article is-an account of how the ¥Western Electric Company
in their Hawthorne VWorks at Chicago is finding such methods of ap-
proach.

Mr. Pennock, Assistant Works Manager, was Superintendent of Inspection
when, early in 1927, he &nd his associates initiated these exprerimental
studies of influences affecting employees' effectiveness and mental
attitude.

The results of these studies have been rather startling, and are deemed
of such importance that a larger program of emplovee relstions research
has been launched, The present ss well as the future finidings of these
experimentzl studies will undoubtedly form a valusable contribution to
the science and art of human management.

The procedure and findings of test-rcom studies for a period
of over two years are described, Constant observetion and experimen-
tation was made with a group of five women workers encaged in repeti-
tive assembly work in an effort to determine the answers to such ques~
tions as the following:

Are the rest neriods desirable?

Is a shorter working day desirable?

What effect do wrong or right methods of supervision have on
a worker's effectiveness and morale?

What are some of the factors that fetermine an employee's
mental attitude?

A second test group consisting of five operators who were
srlitting mica was also studied.

The method consisted in maintaining all conditions as nearly
constent as possible, with introduction from time to time of a single
variable, such as a 4’ fferent method of payment; rest periods; mid-
morning lunches; shorter or longer workirg day. Information as to
ameunt of sleep, recreations, home conditions and other outside in-
fluences, as well as personal influences within the factory such as
the relationship between the supervisor snd the operators, were se-
cured through informal interview, Pulse rate, blood pressure, blood
condition readings, vascular skin reactions snd other physicel examine-
tion data were obtéined from time to tome. Diet and health practices
were recorded.
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The most surprising outcome was, that produetivity of the test
group tended in general to increese no matier what changes in working
conditions were intrcduced. Fatigue was found not to be a controlling
factor. Amount of sleep had a slight but significant effect on indi-
vidual performance., Total daily production was increased by rest per-
iods, Home conditions and other outside influences tended to create
either a buoyant or a depressed spirit which modified production.
Emotional status was reflection in performance; and the major compo-
nent of this emotionasl condition was attitule, towsrd supervisor. The
inference from these studies was inescapable that the dominant factor
in the performance of these employees is their mental attitude,

Considerstion of the sensitiveness of the operators to the
way in which they are treated lead to studies of other workers' emo-
tional status and attitudes, All operators in the Inspection Vrgani-
zation were interviewed, to secure s nicture of their problems, wor-
Pies, likes and dislikes, in relation tc working conditions and su-
nervision. This nrogram is spreading to cther departments, and is
ereatly modifyinge surervisory training procedure. Rest reriocds have
also been intreduced into several operztine departments, affecting
5,000 employees, with indications of increases of production parallele
ling samewhat those of the test group.

Renrinted from the Personnel Journal
Vol., VIII, Ko. 5, February, 1930.
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February 18, 1930.

NEALY G. MASHBURN, Mejor, Medical Corps, U.S.A.,
Director, Department of Psychology,
The School of Aviation Medicine,
Brooks Field, Texas.

Dear Sir:

Replyine to your inquiry of February 10, regerding our record-
ing device as shown in the FPersonnel Journal, it is unlikely that this
mechanism would meet your requirements. However, the following is a
/ more complete description of this device which I trust may be helpful.

———r

The psrforating recorder consists of a unit of standard commu-
tation equipment, modified to meet the requirements of the test. The
circuit from each operator's position is conneeted to a respective
electro-magnet in the perforator which operates the perforating punch
associated with any particular operator or position.

The travel of the tape through the perforating recorder is
acecomplished by connecting a 110~V A.C. synehronized motor of a 1/6
H.P. rating, by propsr gears, to friction rollers through which the
tape passes. These friction rolls pull the tape through the recording
device at a definite speed of 1/4" per minute. The tape is divided,
by measurement, into any division of time desired and the number of
perforations in any division are counted.

The description of your requirements indicates that you would
need a combination time and serial action recorder. As you will note
from the foregoing the time element is not a feature of our recorder,
except by counting the number of completed work cycles {perforations)
in eny measured division and obtaining an average time per cycle.

Ve are not femiliar with what the market has to offer in con-
nection with such apparatus, and since our own is standard equipment,
modified for test purposes only, it is therefore not available.

Any further information which you feel we are in a position
to give we will do so gladly.

| Yours truly,

Asgsistant Vorks lManager.
HH-6088w3=-5T

op
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July 28, 1930.

SUBSTANCE ANALYSIS OF COMMENTS ON INTERVIEWING PROGRAM

TAXEN FROM OPERATING BRANCH {(1929)
EMPLOYEES COMMENTS -

All comments regarding Employee Interviews and Supervisory

Training, either in regard to method or effect have been classified
to this subject.

AP eyl
-~

1.

10.
11.

12.

13.

14.

. crveern W,

15.
16,

17.
18.

19.

Interviews Analyzed
Total Comments

Total Favorable Comments
Total Unfavorable " - 94 Men - 56

10,300 Men - 6,800
440 Men - 249
346 Men - 193

H

Women - 3,500
Women - 191
Women 153
Women 38

- Favorable Comments Men Women

Would have liked to have talked with someone
before

Feels better since being interviewed 1

Glad to have a confident

Tells truth about boss, sven though she knows
boss will try 4o find out what she said

Appreciate Company's attempt to improve em-
ployce relations 10

Interviewing would be beneficial to superiors
aleo

Supervisor doing better since interviewing
began 23

Plan instituted to correct false ideas oub-
siders have

Likes a chance to talk without getting in
bad, or the confidential nature 5

Good idea to interview employees 25

Don't care whether program is confidential
or not 3

Appreciatés being considséred as source of
information

Will enable Company to pick out employees who
are "out of tune" and help them 1

Interviewing should continue so bosses would
act better

Would +trust any Company - sponsored project

Can tell interviewer things wouldn't dare
t6ll boss 6

Conditions good now, so nothing to say, would
have had a story a short time ago 2

Feel that complaints made will receive due
recognition

Never thought they wvould confide in anyone as
they did in interviewer

D W™

]

= e
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26.
27.
28,

29,
30.

31.

35,

36.
37.

58,
39.

‘ 40,
41,

43,

.

Favorable Comments (Contrd)

Skeptical or afraid before program was ex-
plained

Supervisor improved because he thought his em-~
ployees would be interviewed soon

Interviewing has improved conditions already

Interviewing shows an honest interezt in em-
ployee or Company

Never worked before for a Company that tried
to find out if help was saticfied

Good policy to have impartial and trustworthy
interviewers

Good idea because it lets management know what
is going on in the depariments

Provides channel for the worker's complaints,
ideas and suggestions

Good idea because finds out things wouldn't
find out in eny other way

Appreciate pay for interviewing time

Good idea because now no one has better "drag"
than anyone else

Even if interview don't help conditions, employee
gets a chance o rest while talking

Interviewing one more way Company shows it does
what is right for employees

Glad Company is doing something to relieve con-
ditions in shop

Interviewing Program & step forward in history
of Company

Program will do operators a lot of good if carried
out properly

Program unnecessary if Supervisors did good jodb

Feels that interview will help employee get a
raise

Output clerks should be permitted to attend train-
ing conferences

Bosses have changed since training conferences
started

Told more than to last interviewer

Good idea t0 use interviews in training con-
ferences

Told story about boss so it could be used in
training conferences

Comments on service button interviews
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Men  Women

7 3
3 2
) 4
4 5
1 1
1
7 4
10 8
9 3
1
1
1
1 3
1
1 1
5 1
1
1
1
12 7
1
2 3
1
14
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Unfavorable Comments Men Women

1. Thought "Hawthorne Worker' was made up of items
from interviews 1
2. Boss expects girle to meke up for time lost while
being interviewed
S. Employee don't tell interviewer what is wrong 3 3
4. Hopes she don't lose job because of what she

D

told in interview 1
5. Have fear of sonsequence from utterances 18 7
6. Don't think it will do any good to tell things
to interviewer 7
7. Don't zee much good that has come from inter-
’ viewing 1
8. Superiors try to find out what employees have
‘ said 2
9. Should be previously notified or permitted to pick
time to be interviewed 8 3
10. Company already knows what is wrong without in-
terviewing 1
11, Will be disappointed if complaints don't bring
results 1 1
12, Thinks program won't get results because employees
won't {¢ell their trouvbles 1
13. Should be interviewed more than once as conditions
change often 1 1
14, Afraid bosses won't change by attending con-
ferences 1
15, Superiors try to prevent interviewing of smployees 2
16. Conferences don't seem to help bosses any 2 2
17, Interviews should not be teken up at conferences
at all 1
18. Does good temporarily but will not permanently 1
19. Should be prepared before hand to dispel false
ideas 1
20, Have or had mistaken ideas on purposes 2 2
2l. Valueless to interview old timers as they must
like Company 1
22. Program merely a fad 1
23. Should have privilege of attending conference 1
24, TPelt "left out™ when less service or other employees
are interviewed first 3 1
25. Doubt confidential nature of program 1
26. Improperly peid for interviewing time 2 3
7. Supervisors act in uncooperative menner toward
program 2 2
28. Would like foreign-spesking interviewers 1
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TYPICAL COMMENTS ON INTERVIEWING PROGRAM

Fevorable Comments

1. "I think this interviewing program is a good thing; it
should have been started 18 or 20 years ago and now you would
* be able to go up and get some satisfaction and make you look
as if you were right once in a while and not wrong all the time."

2. "Well, sometimeg if you tell anybody else what's on your
mind it makes you feel good. It helps a lot. If you have any-
thing that bothers you it gives you a chance to tell somebody."

Se "I think it is a very good idea to have some one come around
that we can tell our troubles to."

4 "I wish you could have seen the dirty look he gave me when I
was called up to be interviewed., Thet's just one way he has of
showing his guilt and he knows that I know plenty and when I come
back now from this he is going to have one of his friends try to
get around me and question me as to what I told you. Then they're
not finding out anything but the truth, and if they are anxious %o
know, I am willing to tell.

Be "Well, I think it is a very good idea that the Company tries
to satisfy the employees and %tries to make improvements of any
kind that will benefit the employees."

6e "Those whom I wouldn't classify as good supervisors are of a
crabby disposition, but right down in my heart I think they are
trying to do their best. This interviewing program strikes me as
being the real antidote for an ill-tempered boss. A good inter-
view like I have had with you would do them good."

7 "The bosses all treat us much better then they used to, in fact
they used to be pretty rough and if we did anything wrong they gave
us a week off for it, even if it was something that we could not help
but they did not do this now becanse I think they are afraid now that
you are interviewing us."

8. "You're doing this because people outside think the Western

Electric is 2 terrible place to work. I tell them as long as I
have worked here I can't see that it is so terridble.”
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Pavorable Comments cont'd

2. "I think this is the best way I have ever heard of having
an employee unburden himgelf and .gtill have his identity pro-
tected, and I think it is going to do a lot to better the feel-
ing between the employees and the Company."

10, "I believe this is a good way of doing things, having you
folks come around and talk to us.“

‘ 11, "T am not worried about who knows its I don't feel back-
ward in talking about these things because after all it is
for the interest of the Company and the men."

12. "I think it is nice of the Company to consider us this much
' and ask for our ideas."

13. "I think this interviewing program will eventually develop
into a plan whereby a man who turns in a favorable report for two
or three years and then if he starts kicking about his job and
about his supervisors he will be sent to the hospital for a phy-~
sical examination and a mental test. That way the Company will
be able to find out just what is wrong with him and they will prob-
ably - be able to save him a serious illness.

14, "The only thing that holds him back is that he is afraid the
Company will £ind out what he is doing through the interviewing
program. I hope the interviewing program goes on for a long time
because I know that is the only wey that our boss will be civil
to us."

15. "Well, if the Company is sponsoring this idea I have no fear,
because I have worked here eleven years and I feel that they would
not do anything to hurt any of their employees."

16. "I think this interviewing is & great idea. If & man has any-
thing to say he will tell the interviewer. He wouldn't have enough
nerve to tell his Foreman."

17, "Our shop has just been made over and new equipment put in, so it
is very favorsble, If you had come around here before you would have
had a book full, Every condition was bad."

18, "I believe there is a lot of good in this interviewing program.
If a mejority of men complain about something I think it will be taken

UNIVERSITY OF WISCONSIN - MILWAUKEE



Favorable Comments cont'd

care of. I have noticed that the Gang Bosses selected for the
jobs are better fitted. A man must know his job before they give
him a chance." '

19. "I don't care about anything, only my personal affeirs. 1
don't like to have you write all of that I have told you, but it
Just seems that after I got telking to you I just had to open up
and tell you everything. You know, I think it does a person good
to get talking to someone different. You know, I have never told
any of my affairs to the girls I am working with." ‘

20. "You know, I have made up my mind after having that accident
that I couldn't say very much because they might find reason to
let me go then and I am afraid that I couldn't find work very easily
at my age and with this hendicap. If this is really confidential
though I can tell you some things that I think ought to be fixed for
the benefit of the men and the Company."

21. "Phis Gang Boss that I was telling you about that was calling
me names used to hate me until sbout a month ago. I guesshe must
have thought. about you coming around to talk to us for now he is as
nice as he can be to me.”

22, "We have plenty of lockers now. I guess enough fellows told you
interviewers gbout them to get some action.®

23. "I do not like to meke suggestions in the department for they
seem to think that I am trying to get ahead of them but I am very
gled of this opportunity of expressing myself to someone that I
think is interested in the good of the Company."

"The interviewing shows that the Company tekes an interest in
their employees and I really believe it is a good thing. It also
gives an employee a little encouragement to know that the Company
does take an interest in them and tries to help them out."

24, "I worked at several places but I never worked for any concern
that tries to find out whether the help was satisfied or not. If
you did not like what they had to offer you you could quit. Here
they consider the employees and try to make things nice for them."

25. "If this Company wants %o find out anything about its supervisors

the best thing to do is pick out a disinterested party and one that
the employees can trust. Then they will get the true stories. I
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28.

30.

31.

32.

33.

-

Favorsble Commeunts cont'd

don't mind telling you anything because I know you are not around
trying to get people in trouble."

"Yes, I have heard all about the interviewing program and I
think it is a pretty good thing to find out the conditions in the
shop and find out how a fellow feels."

"I think it is mighty find of the Company to give us a chance
t0 expregs our opinions."

"I think this interviewing is a wonderful idea. It gives the
Company a chance to get to the bottom of things. I don't think a
man need be afraid to say anything to you fellows as long as he is
telling the truth. I-imagine the Company finds out about things
through these interviews that they didn't believe existed.”

"Say, this is the bvest yet, an order number to charge my time
to that I have spent with you. I surely can use it too. I need

~every hour I can get.™

"This is a good idea to come and talk to us as before the shop
man had no chance to g0 upstairs to the big boss with his troubles
but now we can tell them to you and no one will have a better drag
than anyone else." . '

"Every girl who works on the work that I am on is glad when she
gets a chance to talk to you. If the things we tell you don't do
any good we at least get a rest while we are telling you our stories."

"Another thing I think is very nice of the Company is to be inter-
~gted in the employees enough to find out how we are all getting along,
such as the work you are now doing. It shows that someone in the
Company cares about us."

"I am glad the Company is doing something to relieve conditions
in the shop. I suppose you think I am a Bolshevik, but you wanted
to know what I thought of everything so I am telling you."

"They are beginning to undersiand people better now. Maybe they
can straighten out some things for us.”

"I think that the interviewing is a wvery good thing providing
they do something about the different complaints that the men around
the Plant make."
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Favorable Comments Cont'd

35, "Don't you think that the Foreman of each department should
take care of those things himself? He should know of everything
in his department. The Foreman in every department should be
like the head of a big family. He should know at all times what
is going on in his department. Then there would be no necessity
for you people to come around here."

37. "They promised me a raise in June and I suppose if they give
me a cent they will go around bragging about it, but they aren't
fooling me because I know what I'm worth. Msybe now that I told
the interviewer about it they will realize how much I work because
everybody hasn't got nerve fto tell it and talk about the things
I daid."

38 "I think it would be a good idea if all the cutput clerks
could attend the conference. I used to attend when I was a sup-
ervisor on the floor but since I was made a clerk I don't attend."

39. "The boss is getting a 1little better lately because he goes
to some kind of & school for the bosses where they teach him how
to handle help."

40. "I was interviewed by another man but I did not tell him as
much as I am telling you. He was a nice young fellow but for
some reason I did no% tell him everything."

41. “Supervisory Training is a good idea. I don't think they
could train supervisors in a better way because the employee really
knows where things are missing,"

42, "Phis is a story about my former Gang Boss. I didn't intend to
tell you but when you explained this interviewing helped in the
supervigsory training I decided I would tell it to you."

43. "I had quite a talk with|jjlsvout o1d times when T got
my thirty year button. He shook hands with me ané remembered me
by my first name,"

"A short time after this trouble I was called upstairs for my
ten-year button. I told the Foreman that I was going to tell the
Superintendent about my trouble. The day I was called up there the
Ascistant Foreman came out and told me that if I knew what was good
for me I would be careful what I said. I didn't give him the sat-
isfaction of knowing whether I told the Superintendent my story or
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Favorable Comments cont¥d

not but when I got up there I figured that it would be better
to keep my mouth shui."

"When T went up for my service button the Superintendent
asked me how I liked my Jjob and different things about it. I
finally told him my story. He then got hold of my Foreman and
told him about it. He must have bawled him out because when my
Foreman came back he was terribly angry and he called me over.
He gave me an awful bawling out for telling the superintendent
about it. I t0ld him that I was telling the truth. He got so
mad sbout it that he told me he had a good notion to fire me."

*

gave us our fifteen year buttons and when he gave

me mine he asked me how I liked the work I was doing. They had

me back on picce work then and T didn't 1like it. I told him I
didn't like it, and he wanted to know why. I said I figured I

had spent enovgh years on that kind of a Jjob so he told me he would
see what he could 4o about it. A little while after that he came
up and said I could go back to my old devartment but I coulén't
quite make up my mind if I wanted %o or not. Finallv I told him
that when they kicked me out there nobody else seemed to want to
give me a job but him, so I would stick with him. He rather liked
that and said that he would sce what he could do for me. After that
he was transferred to another department, but I guess he must have
fixed it for me because I finally got on this job."

"I have worked here ncarly ten years now and I understand that
when we go up for our butiton we are generally interviewad by one of
the high bosses. When they talk to us they generally ask how we
like our jobs and the treatment we receive. If we tell them frankly
about our disadventages or our misunderstandings with the boss this
information generally finds it's way back to our bosses again and
then we are S,0.L., There must be something back of it because thatb
is the general impression among the men."
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Unfavorable Comments

1. "Has this interviewing anything to do with the 'Hawthorne
Worker.' I have never read it through but I glanced over it and
I noticed several articles pertaining to the different depari-
ments ground the shop. I thought maybe that they got some of
those items from you or other interviewers."

2e "My Section Chief is unreafonable. He expects the girles to
make up for the time they are being interviewed and he expects
the girl to make her rate. He says that it isn't any excuse that
ghe was interviewed. If any girl thinks she can zet away with it
in that way that they would pay her day work for that time. It
is very hard to mgke up for that time because the rates are co
high and one cannot meke up for it."

Se "Did that other fellow you interviewed say anything about the
soap and towels? Well, there you go. He is always squawking about
it, and when he had a chance to say something he d4idn't even mention
it. The Companies I worked for furnished soap and towels for their
employees."

4, "I hope nothing comes of this talk because I need my Jjob, and a
half a loaf is betiter than none."

5. "I think I am telling vou too much. The first think I know I
will be getting canned. No, I was only kidding you about being
afraid of losing my job. I know you are telling the truth when you
say this is confidential. Well, that is all I am going to tell you.
I know what the octher fellows told the other interviewer and if you
compare notes with him and add what I told you you will have & good
story because I don't intend to tell you anything that is going 1o
get anyone in wrong."

"I am not so duwmb. I am not going to complain about anything
around here, Everything is 0.K. as far as I am concerned. I have
been with the Company nine years snd I have seen a lot of things
in my time."

"About the bosses I wouldn't say anything as I don’t care to
commit myself."

6. "Sey, does all this I am saying mean anythine? Well, if you
want my honest opinion, to me it seems like a lot of nonsense. Now
I have told you about the rates, do yvou mean to tell me that they
will be taken care of just because a few of us have kicked about them?"
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Unfavorable Comments cont*d

7. "You say this work has been going on since February? I
don*t sce any improvements around here. I don't see how a
thing of this sort is going to do much good."

8. "My girl friend was interviewed and my supervisor wanted
to find out in the worse way what she had to say but she wouldn't
tell him 50 he came to ask me how she liked interviewing but I
told him I didn't know.”

9. "You know I believe it would be & good stunt to tip us off
that you are coming down so that we would have all the facts in
mind that we wanted to talk about."

"I wish you would have called me sooner. How come you
didn't? It made me feel pretty bad to know that so meny other
people were going up 0 you and when I was having trouble I
didn't have a chance to tell you about it."

10. "The Company does not have to send the men from the office
down here to find out that the rates are too low.™

11, "I hope there will be something done about what I have told
you soon or I will lose all confidence in this interviewing
program."

12, "They all have their share of 4rouble with him but they are

all too chicken~hearted to tell. They just sit and cry about it
and expect to change him with tears. Boy, I wish I could find out
if they tell you their troubles. I would feel more like as if my
tale of woe would be given attention if a few more of the girls
would speak up now that they hav= the chance.”

13. "It is too bad they don't have the interviewing evary year.
A fellow may have something on his mind but he forgets about it
as the years go by. A man would tell the interviewer things
that he would be afraid to tell his boss."

14, "What if the supervisors don't improve when these interviews
are real at the conference? Maybe when they return to their de-
partments they are just as bad as they were before."

15, "My friemd was interviewed. The bosses did not want her 4o be
interviewed but the girl that interviews came and asked to inter-
view her. I suppose he was afraid she would wcll on him. He hol-
lers at all the girls like that."
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22.

23,
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Unfavorable Comnents cont'd

"What good is this interviewing doing anyway? I hear them
talking about training the supervisors but I see people being
abused just as much as they always have been."

"I don't think these interviews should be taken up in the
conference at all. The men who attend those conferences are
ordinary small fry and they don't count much anywey. This
should be teken up with the 'Big guns' because they are the
men who really do things."

"Of course right now things are running mighty smooth but
when the interview work blows over they will probably be back
to their old practices.™

"Some of these fellows when they go out to get interviewed

think they are going out to get hung or something. They ought

to get wised up. It seems as though if they are around here
for a while they would know enough t0 look around them and see
what is going on. A lot of these fellows can't see or think
of anything but the machine they are working on. I guess you
find a lot of them afraid o say much of anything.

"Do you think I will get laid off now? My brother-in-law
was called a few weeeks ago by a man like you. He came and
talked with him and now he is being laid off and I thought
that was why you were talking to me.™

"I have been anxious.to be interviewed. It puzzled me what
this was all about and none of the girls seemed able to explain
what you wanted them for. What are these interviews for? Are
they to be published in some paper like the Hawthorne Worker, or
uoes the Company want it for record?"

"I don't think the old timers are the men to interview be-
canse they wouldn't stay here if they didn't like the Compeny.™

"The interviewing program is a good thing but it is only a
fad and will die out the same as the safety drive did."

"It seems so funny to me that some of the people who are
doing that kind of work have the privilege of attending con-
ferences each week. These people have been telling me about
the caseg that come to the front and I feel as though I am en-
titled to attend those so as to get to know the different things
that are going on around the shop."
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Unfavorable Comments cont'd

24, "I thought you were going to forget me. Al)l the fellows
were going up for an interview but me. I said to the man working
next to me, 'I must be an orphan because they did not call me
up to find out what I thought of the place.'"

25, "What I don't understand is this. You told me that this is
confidential and there is no wey for anyone to find out who said
anything. It sure looked to me and the rest of us like you must
have went back and told the Gang Boss about how many people were

i getting cheated out of their day work."

26, "1*11 only get my day work rate because that's all the other
girle got too. Just the other night you had a girl in here for
an hour and she went and told the boss about it and he said, 'Well,
if you've been sitting there one hour and talking to an interviewer
then that's all you are going to be paid. That's your hard luck.’
And the same with all the rest of the girls., They only got day
work."

7. "Our boss told me that one of these days I would be interviewed.
He said I should tell the Interviewer that I get along all right
with my bosses. It would not be necessary for me to tell him about
the other {things here. He also said that one of the men here told
the Interviewer that the Gang Boss would not give him any drills
and that he (Gang Boss) heard about it."

"The girl was not even back to her job yet after having talked
to the Interviewer and on the way this man whom she had talked
about stopped her and said, 'Hereafter when you have anything to
say about me you don't have to tell it to an interviewer. You can
tell it to me.' And he acted very disagreeable about it."

28. "The girls told me that the lady who interviewed in here only

spoke English and it worried me because I knew I couldn't explain
myself in English."
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WESTERN ELECTRIC COMPANY
Inc.

Manufacturing Department
195 Broadway
New York

J. W, Skinkle
Personnel Ass't. .
December 19, 1930,

G. A. PENNOCK, Assistant Works Manager,

. Hawthorne.

Some time ago, we furnished Mr. Helligan with a copy of
the substance analyslis of the comments made by the employees inter-
viewed in your interviewing program and Mr. Schnedler has gone
over that portion of the analysis dealing with comments on thrift
subjects. Coples of his two letters of December 4th are attached
and I think you will want t0 look into the points he raised and
advise us what you have already done or will do about them.

This brings up the question as to what corrective action
you are taking with respect to the conditions brcught out by the
interviews. We know and realize fully that you are taking every
possible opportunity to correct the conditions brought out by the
interviews, in so far as the interviews accurately depict the
necessity for any action being taken; but we have seen, so far,
practically nothing on record as to the followeup action instituted,
and since you have maintained very complete records an? analyses of
the interviews themselves, I am wondering if you are contemplating
keeping an equally complete record of the corrective results, achieved
and based on the follow-up of the conditions indicated by the inter=-
views. That, of course, is one of the important parts of the entire
program,

In any event, we should be very much interested in having
you tell us what you have in mind along this line.

(signed) J. W. SKINKLE

' Personnel Assistant.

Att.
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‘ Dear Dr. Mayo:

Putnam will be sending you within a day or so the Indus-
trial Research NDivision's report. I have read it and think they
have done a good job in deascribing tho work, '

Bearing in mind that one of the objects in writing up the
story is to present 1t to some who are almost entirely ignorant of
what has been going on {(and therefore have formed some ideas that
we who are familisr with the work feel are very much in error), it

"seema to me that you can make some comments and conclusions that

ve might not feel free to do. To illustrate:

' These statements have been made by some executives: "If

we had the right kind of supervisors there would be no need for
"The supervisors in my organization know vha¥,
It would bde helpful to get your ' |

special interviews";
their poople are thinking about.”
opinions on these commonts and have you point out the reasons why

tho supervisors can never get some of the faots that employees are

willing .to disclose to the interviewers.

I have a feeling that all the work done ao far could de
justified solely on the basis of the need for research in this
direction by industry; that the possibility for ultimate returns
13 as great or greater than from physical research; that this
phase has been neglected by industry; and that while we have been
and still are groping to some extent we have uncovered enough that
was unknown (at least to industry) to justify continuing. Ve cer-
tainly have no thought that we have yot discovered a "cure-all®;
on the other hand, we have bsen successful far beyond any hopes we
may have had when the work was atarted.

Ye have a more effoctive means for training supervisors
which we are satisfied has already accamplished a great deal,
There is howaver a need for selling the idea that no known method

. will accanplish all that we think necessary in a period of one or

»

e bl el - 2 ¥

two years.
safety. This progrem was carried on for several years before we
began to get undreamed-of results, and to-day, after five or six
yoars of intensive effort snd sducation, we are still reducing the
number of accidentis by about fifty per cent each ysar. '

With such a record on safety sducation can we hope to srain

our miperviaors ox s wich mors oomplex prodlem over might?

.

. * g
* ) L . .
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¥e have a beautiful illustration of this in our work om.
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The oritioisnm has been made that the plan we sare carrying
out cannot fail to wreck the morale of our suparvisors, since we
are spying on them. To us, such remarks are absurd, but since this
feeling oxists in the minds of soms, we must disprove it.

¥e are seriously considering a questionnaire to be given L |

- 40 all supervisors in the Operating Branch to get their opinion ot

o relative to the whole program. I know that this method of securing o =
e~ information has its 4rawbacks, dut it may be the ‘best thing we can o Z
. : do right now, and I do fesl that we ought to have, if possible, L o
” . some definite evidence to refute the statement that we are bresking ) S
' ‘" down the morale of our supervisors. I have not had a chancs to dis- =~ .~ .=
cuss this with Putnam yet as he has been mursing some "flu" germs L

the past week. ' ' 0
]

A ¥e should like to mend several copies of this report, N %

o . togsther with vhat you may wish to contridbute, to New York, some oo B

S - time befors the meeting, and I trust you cen find some time to a R
L . devote to this sudbject in the near future. Ko date has yet heen ses o
.- for the New York conference, but I may get some informatiom this . o,
-week at the stnﬂ‘ conference in Baltimore. TS B,

s e “ ‘ E “,}"‘"' - \Yorr nineouly yours, - ) ; C ;
et a -t | " omGINAL SIGNEO BT ¢ o
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tuting ficitious names, o

G. A, HOIMES, Supervisory Training Department,

Hawthorne Works.

Mr. Skinkle forwarded to me his copy of your paper
"The Conferenece Method of Training Foremen" which you prepared
for the National Convention of the American Vocational Asso~
ciation last December,

I want to congratulate you upon the excellent presenta-
tion of the subject and the development of the material in

the outline, I think it is a splendid piece of work.

J. W. DIETZ.

SV
Copy to ~
lr!ro J. A-. D&Vidson.
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lfarech 12’ 1931,

X

MR. G. A. PENNOCK:

Sometime ago in discussing plans for a review of our em-
ployee interviewing and supervisory conference programs it was agreed
that it would be highly desirable to have an expression of opinion
fram our supervisory staff on both of these programs. I have, there-
fore, sent to each supervisor in the Operating Branch & questionnaire
designed to obtain this data. I am attaching a copy of the question-
naire together with a copy of the letter of transmittal.

We are now making é detailed analysis of the replies. This
work will require some time and I do not expect to be in & position

to give you a complete'report until the middle of April, T can, how- )

ru
o
ever, at this time, give you a statistical analysis showing the f%» S
e
é affirmative and negative opinions received on each question. This N
analysis is given below: \// L
 Question Total Yes % Yes No % Mo
1 565 539 95.6 24 4.4
| 2 544 483 89 61 11 J /-
| 3 549 443 80,7 106 19.3 Improved % More Diff, % Total
§ 312 8042 77 19,8 389
J
v t o J Semi- J v/ J J
4 553 519 93.8 34 6e2 IMthly. Ouar., Annu. Annu. 2 Yr. 3 ¥Yr. 5 ¥Yr,

S 17 136 235 60 10 9
: 7% B.5% 29.2% 507 12.6% 2,14 1,93

S 568 396 71 162 29
6 558 432 77.5 59 10.5 Combined %
67 12
7 o568 5l 9l1.7 46 E43
8 559 B39 96,5 20 3D
9 562 548 97.5 14 245
10 557 514 92,3 43 748
_ s 7!
_\’\;,-"Azjv T
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MR. G. A. PENNOCK, 2: March 12, 1931.

It is obvious from the foregoing figures that a very great

majority of our supervisors in the Operating Branch feel that both

programs have been of great value. Based upon a very rapid scanning

of the questionnaires that have been returned I have been particular-

ly impressed by two things:

L. While practically all of the questions lend them-
selves to & one word answer, in a great number of
cases the answer has been amplified to include reasons
in support of their opinion.

2.

There have been many more suggestions of a concrete
nature than I anticipated and it is particularly

gratifying to me that practically every suggestion has
been of a constructive nature.

As I see it now, in addition to obtaining an expression of

opinion from the supervisors, this questionnaire will reiurn rather

large dividends as a source of material which can be used in develop=~

, ing especially our supervisory program.

As stated above I expect to be able to give you & rather

complete analysis.of the returns by April 15.

H. = 63500,
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March 12, 1931,

MR, G, A, PENNOCK:

Sometime ago in discussing plans for a revisw of our
emg:layoe interviewing and supervisory conferencs programs, it was
agreed that it would be highly desirable to have an sxpression of
opinion from our supervisory staff on both of these prograus, I
have, therefore, sent to each supervisor in the Operating Branch
a questionnaire designed to obtain this data, I am attaching a
copy of the questionnaire together with a copy of the letter of
transmittal.

We are now moking a detailed anslysis of the replies. This
work will require sone time and I do not expect to be in a p&snion
to give you a complete report until the middle of April. I can,
howevsr, at this time give you a statistlcal asalysis showing the
alfirmative and negetive opinions received on each question. This

analysis is given below:

DISTHIBUTION OF HEPLIES
SUESTION Yes Ho

l. Do you think the employee
intsryiewing prograx has besn
worth while? 95.6 4.4

2. Based upon your obsexvations,
do you think the employees under
your dirsction consider it worth
while? as. 1.
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DISTRIBUTION OF REPLIES
QUESTION Z“!’ea % No

Se Have you noticed any change in
the employees attitude after being
interviewed? 80.7 18,3

If so, was 1t an improvement or
wers they more difficult to supervise?

80,25 say IMPROVEMENT
19.8% say XHORE DINFICULD

4. Do you think we should continue

%o interview smployeea? 93.8 6.2
If so, how often should each be
interviewed:
Replies -~ MNonthly 7%
Q,uarterly 3@5%
Semi Amually £9.2%
Annually 50. %
Two Years 12,.8%
Three Years 2.1%
Five Yaars 1.9’

8. Do you think the supervisors

should alaso be interviewed on

the same basis? 71. 29.
6. Have the Supervisors Conferences

using employees' interviews as

material Toxr discussion been more Tavor
valuable than couferetices using Combination
theorstical cases or principles for

discussion purposea? 77.5 12, 10,5

7. Have you noticsd sny changes in
atsitude mmong the supsrvisors with
whom you are acquainted sinoce the
beginning of the oconference dizcus~
siona? 91.7 8.3

8. Do you think that the present
series of confersnces based on em~
pPloyees' interviews has resulted in
& betier and mors clsarly defimed
understanding of the supervisort's
fatien? 98,5 1.5
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QUESTION DISTRIBUTION OF REPLIES
ﬁ. Yes i No

9. Have the coaferences helped in
showing how the supervisor's
duties may hest be performed? 97.5 8.5
10, Do you think you are a better
supervisor thean you would have been
without atteniing thess conferences? 2.2 7.8

It is obvioua from the foregoing figures that a very great
majority of our supervisors in the Operating Branch feel that both
programs have besen of great value, Based upon a very rapid scanning
of the gueatiomnalres that have heen returned, 1 have been particular-
ly impreased by two thinga:

1. While practically all of the questions lend them-

selves t0 a one word anawer, in a great number of cases

the answer has been amplifisd to include reasones in

support of their opinlon.

2. There have been msny more suggestions of a concrete

nature than I anticipated and it is particularly

gratifying to me that practically every.suggeation

has besn of a conatructive nature,

As I mee it now, in addition to obtaining an expression of
opinion from the smupervisors, this questiommaire will return rather
large dividends as a source of materisl which can be used in develop-
ing espacially our supervisory progiem.

As stelnd above I expect to be able o give you a rather

complete analysis of the resurns by April 18,

H. C. BEAL - 6300,
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Neiah B4, 194X,

WE. O Ae PERNOUK:

Finoe the guwstiomisire, selfeiting Gpersting Biasnsh
suparylsors' opinions upom s confersiuee trsining and smployee
Intarviewlig nroprane, was send ous by Mv. Bedl, sonference
lenders snd inteyrviewers Dave reselved » munbay of someenits from
sapervisorn; siniler %0 those atleched, whish give some Iindiestion
of thaiy attitudes towsrd 8. Thess expressions of sitimde, in
ition to balug & valuable add in Interpreting snd understandisg
sheir responser to the guestionseirze, have served o atimalads owr
thaghte with relevence 1o the field of supervisory Srsiuing ol
Barthey resentel pusnibilitiss. I %&m this oppartunity
set down sote of these thougkts Loy your considersiion.

Gonnidering Aheas wnmsenin from the siasdzolist of widing
um in interpreding Yeosponnex to the gumationyadiie, 1t is signifi-
eant that two zeneral types oF remetien stend culs Ome type is
sssentielly u fewr rexciion. 7Ths individusl is suspfcious of the
Gompany*s notives 1o sending ovib the questiommaire. He is afrcid
that ¥hroueh sone sort of trdekery, ha repliss eun bhe fdeniified;
sansequenily, slther he dums rob snswer the guesdiomssive st all
o hix snswers sre in mamn with wht hs coneseives the wifi~ -
Yude of the Compeny and ¥r, am, 50 bee It ey be well o point
out shat while thase sowpenias 40 vt isdikste thet this resstion
in widswpresd waong sipervizore, Susy neverthalsas Semd to syb-
m*inh Frofusscy leyots chsorvaiions soneeming the existenss

and aimnifivanse of & rather yegue spprehenisiveness wsong -
pim&m It ssermz thak this Sends o srystellise o dome G a
head whenever s event sisilar o the guestionnelire is Instipeted

by sensgoeent,

Gy Tesling theat some repliies to the gquectionoaive were
falnified as Jamerined rrasposds 40 the Lypressions oblained w
Hr, Hownrth and the semfereses leaders. In helr judgwens, v
gonersl renetion sf the supsrvisors iz mors myarly in e retic
of 795 fuveradls snll 25K wafuveradls Shan in Viad suggested Wy
the yespoums d: ihe guestiomaire,

The other ippe of resction is ¢uite the opposite of that
diacusiselt, Insiesd of persomalizing the questions, the individusl
sends 0 look at them olisstively sad nuts forth a sincere effort
0 stavey them sonstrustively. I% is significant that both of
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MRa Go As OFHROGL L imreh 24, 1951,

thone resetlons ~ She fesprful, soveringsup typs and tbhe opsn-mianded,
straiphtformand Syoe - are snoountered regolerly $n supersinory
training conforsioss, Soms supervisors looh upon problecs aid e
ployon comsents Po6 & perscaelised pofut of wiew, <hiile cthers de~
Tinitaly attespt th mend thelr own pracasupstlons snd prejudices
from Slakurtisg thely Obssryaticns., Thisn leads dlrectly % the
seaond sadisst npop whish I wished %o comasnd -~ supsreisory trafning.

Judging from the direet and indirest information resliting
from the guestionnaire, 1t sewns that farther wixik Yousine 30 be
done in ths dewelopment snd txaining of supervicors and shet no
waaldl et of 1t sont als $o plvs the superviser Hore kaowledge
ond fraight into his own persosality in «ddition %o a Batisr undei
sfanding of the subjective elsments 1x $he snployes with whom he
denls, e have conatently fuls Shat ke supervizor wic sllows his
om yrivas piejudiess to dintort his outlook is greatly hendioup;ed
sven thouph ke 1z otherwise Pully qualified, while the supsryiser
o views his work objsativmly Mt only hew & Witer chense 40 suow
osedy Wi is aleo more sexily Sradsed and dewsloved.

The further resesrch poskibBilities which lotm wors nnd more
wisgosnary 1lis In the field of supervision. The »robies of givisg &
persen insight, a Baitor self-undersiending, in itsell raises a
;mm%an ae to how far the cuonferenss trainisg seihad san go in that
Sivention. Tomt 1% oanret proosed Mar eithout fests ix csrtain -
faets nod only of people at the fndividuel Jevel Wt of supervisors
$hvmelven:  One of the mejor claiss of our interviewing work is
thet In sddision %0 ohbalning deda pevteining %o $his (ndividuxl's
sibuntion 1% pexfornms presisely tidas funedion of previding & oer-
tala saounk of self-koowlsdge to ths person interviewsd. This sug-
gonts that she logionl sprromsh o an underatanding of supsrvisory
probless 18 by inberviewing supervissys enxd using this waierial in
sonfuraneas or as neen T{%.

The nead for resssidh slong these lines ia glven 34ded atresx
shen we soamider Yhe faplications in ihe responaen $0 $he jueslionnsire,
Thens demcmatrats that the himderiag asiitudes of muspleion Wl sppre«
hension, the diesipetion of shick wae sesorpanied by & progisenive
ingaronse I1n pyedwesdion In the tast redm; axist ut the miperviscey
level as wall ar at the individnal levels. Troo shis we afght son-
eluds that & eorvespounding insresns in sumrvisory sflfestivemas
would resuls 12 the sttitedes of supervisors could be mede as haelthy
aud halpinl a3 thoms of the best room oparajors. Yer the sske of
elarity I wish 0 alabern®s ihe legle of this osonelnsrion even tuough
shere »e soms Yupalivion,
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The test poom sperstors were 1ired out of ihe noroal work
sftustion when they ware selected for experdwant: They weire W14
that they oonld exyvean thesselves frssly sbost thelr Tormer situe<
tion Tt they were relootsnt sbout doling 2o svan Sboogh they wers
gosranieed profection from anything they might asy. I took somee
tine to browk down tha proteetive herriews thwey had budlk up Wb
when good Seoatuent and the sbsenve of traditionsl sepreision
sosonplished thls, shay began %o dall frealy stout thely Torme
Jotm, sssonietes, and supsyyisdrs, O these feetors, supsrvieion
sasmed Yo play the domsinant role in shsping thelr sbditudes; oo
#equently, the lmportencs of good supsreision wes ayreosed,
Theougt the interyiewive progruc we heve Tound LThet the eonditions
of which the test room operstors spoke ars qulie widespread at the
individual levels

Ym sow £ind in the sxpressions of supervisors relative %o
the gquestionumive Indiostions of ths ceme geseral cendillons on
supsrvisory lavels. They shsmselyen sra spprebensive and have
Bindering additudes, This mpgests sk some generel condiblions
axixt whioh xffest mpervisers sud individusls alike sl that 1Y
thene dnn be Identified st dtsalpaied asx they wers in the test
rois ;imw »{1l Do & peners) end corrosnoRdiag *1iT4" throughout
the plent,

T gonelusion that one of Khe greatest "1lifes” which we
snld aed in the Ivdustrial situstion woulll ovme Trom the slisfnee
tion of mental stiitudes {9 4be supsrvisor which impede hia el
Pexlivounan, togedhsr with the thoughds previouvaly sxprsssel in
this comramiontion $odioate {1} thad Interviewisy rewssareh work is
donirable ot the supervisory s# wll ss £% the Individusl lavel
antt (2] that o comferenss program might thereby be heiter shaped
o produce o betiey undaystanding by the sepervisor of the subde
Jeotive slemmnis wiiad he projeats upen klnost syery work alitus-
tiun that snters into his shinking.

In the grou> studies staried ¥uls yeay wa sxpee$ W study
supsTYisory nroblens and aittiodes us closely ss poksibis and
from this »s will 2o Shubk obdain mAditiomal lsads for bearing
upost Whese pivhiliens,

M L. TOMNAY ~ B0CS.
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Supervisor (to Tormer interviswer): "Your old interviewing orgenizmaticn
surely 18 belng beoked up by My. Sesl. DId you ses the guestionnalre
he is sending out %o &1l superviacrs of $ks branch?

R B ok

Poreman {in conferenge): “You say thet sl1 the questionneires sre mot
in? I imegioe the Omug Bossss osu't appreclude that it is thely
opinione ¥hat wre bsing solicited, snd bascauge they can't write o
geod letber they won't send in auything ot all.”

Ano¥her foreman: 71 belleve that snyone with a decided opinion esither
ons way oy the other will gpes that opindon back to idr. Besl regwazn:
of bis ability to write a letser.”

RN

Maployee: "My boss got & ledter from ifr, Baal the other dsy sbout the
interviswing work. Tou kuow, my boss and I sre ¢loss frisnds, end
in this letter they saked wlat the employeas thought about the
inkeryiewing program, The boss 414n't want to go around sand esk
the fellows themselves 50 he hed me 4o 1t on Khe aly s0 that the
follows wouldn's ged suspicious or be afraid to ialk."

Interviewsr: “Wers you mble $0 find out muoh?"

Fmployes: "0k, I gusss wost of shem lile it 81l righty in fect, they
all said they 4id, There are some that 4idm't 1ike it 1008, I gusss
sverybody in wy Tatherts dsparicent likes 1%.Y

e

Sapervisor: *You knew this letiaxr Desl sent to ail the superviaors
has the follows I've talled %0 stumped.”

Anokher supervisor: “Hew is thad?"

Supsryisor:r "Some of then figurs that Beal isn't »0 hot on this work
and othars say 1t's sure firs thet he 1is seld on i%. You know, some
of thems fellows don't kndw how 30 suswer the guestions un$il Shey
know how the big btoes fesls."

woksok ok i

*One thing I aot from $his guestionnaire wea & better ides of
vhat this {ntewviewing is xll aboul. The gquestsions Mr: Beal usked us
% amsvex slaared up some of this st for » and I know scw of the
other fellows saw $aings that they never thowght abous befors,™

AKX KRR,
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Firat Poreman {at close of conference laat Satubday, when he sew one
of the other foromen piak up & cony of Mr. Beal's questionneire):
*Tou'd heve laughed *$111 you wers weak 12 you'd bean down in my
pisce when the guestiomneires from Nr. Baal game, All eround the
dopariment you dould see supsrvisors holding their copy un 40 the
light and turnlng 1% over and over %o sse if thers were sny narks
on I, As fer am I was concernsd, I 4idn't have sny doubt as to
the confidential netlurs of she questionneire, but for sonvenienge?
sake, I wrote my comments out in longhend and had a typist type
them on plain paper. I d1dn't even send in the guesticnneire itself."

Seaond Forevan (exsmining the guestionneire): "There dcean't sesn to
be any plece on it for us to sian.”

¥irst Yoreman {Joking): “Well, you don't nesd to worry about thet
anfl 1t you do, why you ctn have 1t typewritien like I di4."

Aok Aok ok o e

Ex-ConTerence Lokdex: “Some of $he supervisars I know are pusulied
shout guestion nuuber six on the gqueationnaire, They don’t know
whather that moans %% eoupare Hw conferences on employes interview
materisl with the Job sudjectis being condusted by the Persounsl
Orgenization or with the 0ld conferenses we used to heve seversl
years szt on "morale,” THarnover,” and asturf like that.®

Conferense Lander: Tis I understand 1%, ihat question was not at all
soncerned with the jJob aubjeuts now being condustad by the Farsonnel
Organisetion wnd had o do with the earlier type aunferenses. The
neekings belng oconducted by ihe Opereting Tersonnel have hardly
bearn poing long enough Lo give a fair busis of Judgment in compering
then with sonfersnoes on m;xla,n- interviaw materisl which have ‘bun
going on for alnoat two yoars,™

Lr-Gonferenee Losder: "Yell, I kunow thet soms of the fellows who sent

in dheir questiongeires hnd the othor Ides sbout i% and compared the
two $ypea of confursnses now bsing sonducted.”

SRR N

A wonan interviewsr wea Salking t0 = women who had formarly
. besn an interviewer and is now a supervisor,

HSupsrviser: "I sent my questiomairs 4in %o &, Bal todsy.”
Interviewsy: “You dién't loee any time,- 41d you?"
85 "No, I kaew what I wanted % msay, so I thowaht I'd 4o it right

away befors I furgot ¥o semd it in or hefore something happened
to the papsr, Yeu kmew how it 1a, 2 paper like that is alweys

MILWAUKEE
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~ the ons that cots In the wastebusket or f3lls into the dirt on the
bensh. I had $o laugh st my bome though,

X “ihy™

St "Well, ke looked st his questionnaire upside down and inside out.
Ho reslly nesded » microscops, He tried so hard to Tind out i {there
wesntt mny mork of identifisakion on it."

Iy r"yhed sort of a mark of fdentifiontion wes he lecking font?

S5t *Well, he #says thet they nover ask guesiions eround hore when they
want & written ang-ar; thet they don't sxpact to use the information
for opr against the person uho turns 1% iz, Hs told me he was sure
thay had sone way of cheodking up who snswered the guesticnnnirs and
who didn®t and what those seid thet 414 enswer. XHe even spked me
what ¥ =said sbout the conferendes.

"I told bim that he want 40 one kind of oonferense and I went to
snothey, so thet I eouldn't see Low they copld he comreyred bebwsen
s, I don't belisve he ovar will send thet questiomnalre in. He'’s
so sfreid thet he will be ideantified by it."

L
-

"¥ell, whut 1s he afraid of?”

@
E 1S

"Well, that's nore than X can tell you, but he's so skeptinsl
shout anything thst the superviser saks him; he's so afreid he's
going to get in *duteh snd less his Job or be dsmoted, that he i
very careful abtout sverything."

e e iieiolee

A womet, interviewer was m}cmg $0 two nen group ohisfe 4n
the ssvie depsrimend.

Superviser ¥o. 1i "Do you have to samwer ons of thome guestionusires
for Mr. Bexl?"

Inwrviewer: "No, be 41d not send me ome., I not in the Oporating
Rranch, I supposs thas's she resson,"

fup. Mo, 1 "Well, I haven't answersd mine yei, That iz, I hawe
answered 1t, but I haven't sent it in.”

11 "Whan ere you going to sendit inx?®
Sup. No. 1: "I'm goling 40 sexd it in today dDefore I go to the ocon-

Terenss. They may ask ua there whather or not we ham sont them,
and I “ant % be sare %6 have nine in.”
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Sups No. 8¢ "I wish I had mine heve. I took 1% hooe to Shink it over
on Sundey when I hed lots of time end I enswered 1% all ripht, but I

forget to brisg it buek with me $0day."

Snpe Hos 1t "Tell, you can send it in tomorrow; thet will be tinme
enoughse {To interviewsr) Yell, when I send my questicnnaire in 0w

day 1t won't spoil you Job.”
I “idhat 8o you mean - Yit won't apoll your job?'®

Bup. Moe L: "Well, in the questionnairs it asked me wha$ I thought
off interviewing and I $old then I thought interviewins was all right.

I didatt want to heve you lose your job.®

I: "Well, that was nise of you, but at the same time I wouldn't went

$o have you 1lie on my acoount.”

Sups Noe 23 *Oh, he 41dn*t mean that. He thinks inderviewlng is 211

richt and s0 40 1.

Sup. Hoe 33 "Yes, I think it is & good thing - no joking. I think
1t helpa some o these operators when they have something on their
ninds to get 1t off their eheats, I lnow that they don't telk to
you about work all the tine, Lot of things thet they heve on

their min's they ean'® be bothersd telllng ue abont,

it*s only

stuff thet . iris sre interested in. It helps anybody to have
someons listen to his $roubles. Tou inow, sitdting there at the
beneh &1l day without suybody much to #elk to, they have too rmuch
$ime $o think about themselves. I think Intexrviewing is & good

thing snd T aaid #0 on the questiomnsire %co.”

Sup. No. 25 "1 enswered iy questiorzmaire the best way I could,

I wantad ta be sure that I got things right in it.

You kunow, they

have 30 many henfwriting experts aromnd here thad one can't be
surs that {t's comfidential, Not thet I said anything in it thet
I would bs nahamed S0 feoes Nr. Besl with, Wt as the ssme time,

& Tellow haw 10 pley safe sround heres It would be very saxy

%0 have the hamdwriting on shess questionnaires checked up, even

1f they 4o send out « lot ol them,

AR NRIOK

AR iuberviewer et x supesrvisor outside of the Works,

Supsrvisor: “All the fallows (meaning sestion chiefs wnd group ehiefs)

got 5 questiomnaive o £111 out."
Indarviewsr: "DMdn't you ged one?”

UNIVERSITY OF WISCONSIN =~
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8t *No, only the Pfellows attending the conforence mesiings: but
XX, ssction chisf, lot me reud his aftey he had 1% £1llad out.
He said 1t waa just 1iks iaterviewing them, and I noticed one of
the guestions wen abont the supsarvicors being interviewsd the
same 88 the enployses.”

I+ "Shat do you think about that?

S: "I thisk $t's & dern good {deas We'd all like to get & chence
to sxplode onee in s while, I'11 tell you the truth, the girls
don't = mind being interriowed now. ’:emy look at 1% allogother

than whan they First steried $he interviewing. We have

irderviewing girls in our seetion and they like her
real well, but when thay had thet other girl up thers, wio used
$o write the interrviews down in shorthand, why, the girls aldn®é
liks her at am& They oslled hax a)l kinds ¢ nanes, and some
af thes d1dn't want o go in there, and then wien she would get
snybody iu there like that, she would notiee thet they aidn*$
talk and she'd try %o take notes holding her hinds down at her
aide. The girls wers on to her, though,¥

11 "You 4id attend the confersnce restings st cne tine, didn't you?®

¢ %Yes, tut singe we have for our Cenvrsl Toreman, he
doesn't bellave in thek. gness he hates the women,Y

Stk ke

Ex-Confarsnae Leadsr: *Did you fellows have snything to 4o widh
this questiopnaize that ir. Peel sent out 1o all the Opersiing
Dranch supervisora?”

Gonferenes Leader: “W¥e 21dn"$ bave snything to do with £t directly.
The idex sume Trom Mr Beal, but we knew that it was going to he
sea¥ cut. ¥hat ressilions bave you notiesd among the other super-
visora?®

Ix-Conferenss Loader: ™Oh, I $hink wost of them will amswer It all
right, dut I think & lot of them will snewer it the woy the Cowpeny
wands them to answsr it and not the way ‘et they really think.”

Oomfarense lasder: "Buf how oen they tel)l what he wants? The copy
of ’lht questions that I ssw und the lester they sens with 14
aldn't give axy indieations as to whe$ kind of ans srs wers ex-

pested.”

Ex-Confersnes Leader: "o, that's true emougk, Wt you mow that
when the Coupany spends 28 much 4ims snd expense ss they have
ox the inberviewing and eonforemss YVusiness, they think it is
a1l right, asd I think ~oss of the supervisors srs xoing to de
soars sxough 9% ses TmE.”
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Conference leader: "iell, if they do thet it will defest the vexy
purpose of the shole tuainess, becsuse I'm sure [ir. Bool wents to
zok x frank and Irse siatemant about the whole business.”

Ex-Conforenas Loader: "Uell, from whet I inow of the whole progrem,
I think theits irue, but I dom't know whoelher the other super-
vizors will take it thad way or note I've ot guibte a 11%4le
tine in on enswering mine becouse I%ve ot aome idees that I
think ought to dbe Incorporated in the whole plen, snd I sant &
bhoe eure thet &t lezat sonebolly mentions €then. They sre ideas
thet I've hesrd other svpervizors telk ebout so I Imow that what
I write expreasses more then my own opinion.”

Goenterency lssder: ™sll, 1t surely will be interesting to ses just
what kind of enswers aoee bBack from 1¢."

FE Rk

Lest Honday we met with fourdesn Cpsrating Branch confersnce
groups, totalling approximafely four hundyed supsyvisors, snd in
saversl groupa a3 many as thysa or four supsrvisors zaid they hed not
raceived the quentionnsaire ssnk out by & Bexl.

& Tew supsrvisors sald thet In answsring the guesiion, "From
your observations, how do your people feel sbout the Interviswing
Trogeam?®, they had pleked out an employes whom they knew rated
pretty m:l}. in the group end ssked this employse W fasl out the
other members I1n the gang and Lind out what their real attitude wase
toward the Interviewing Progrem.

A Aok BN

Supsrvisor: "1 see they sant & questionnalrs around to all he
superyisors in the Opersiing Braneh. They want to find out how
the interviering progrem is going. As far as I know, @11 the
supervisors ssid 1% wam 0.7, That is going to give you fellows ‘
& Job for quite a while in the future., Thay had ohe question on
thers about 'Should supsrvisors be interviemdt® I sertainly
think they ought o be interviewsd. What's good for the em-
ployses cught to be good for the supsrvisors. I know if Shay
ever pat thet through, I'm golng to talk right out just like any
individual. I'vs got a Jot of stufd on my wind that I'd like %0
ge% rid of shout our Assisdent Forenen.”

"Ce was telling me the other day that he was getting more
hard Juck atories £ron the men thex he ever got in his life befors.,
He il he thouvght it was or assoun$ of this day off business. 1
tursed t0 him and seid, *Now you're Justs beginning %o realize
what goed supervision is, whez you get the men to eonfiiding in
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you like that, then you're beginning to &0 & good job as & supervisor.’
Some of »w?a“ fellows might earyy s grudge for ten or iwelve ymsars.
Uhen they're interviswed they get sll thet off of their uind, Do
Iiers me, "I an going o have soms atory whon they start interviewing
supsyvisors. I've been working four deys & week and thet hits me
pretly hard, %oo." ‘
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[;7 ' March 7, 1932,
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L] .
IR, Pe To ROETHLYISBERGER,
Norgan Held,
Harvard University,
Cambridge, Massachusetid.

Desr Frity:

Undexr sgparate cover we are sonling you a {older of data
concarning the Research Group in suparvisony Trainin~ "aﬁhuda
thut was held 1ast foll.

“he folder contuins, (1) a lettoxr to Mr. Pennock oniating
our evaluation of and prosant thinking eboud this materisl; (2}
a story swmarlizing the organization and results off this rroun;
{3) en outline of meeting sequence and lLogie of this soquence;
(4) & sot of the papers and discussnion cutlinos to be uzed
in i¥s pmwoentation.

Paréicuiarly in the "Bxporimental Attitude™ paper, anid
%0 & lesosr extont in the others you wrote, we madd alterations
in the terainoloegy and illustrations in ordor to fit the nmeterial
t¢ the average readerts exporiences., I sincersly hope that in -

- theso zlteradions we have not unduly distorted the rooning you
intonded %o ¢onvey. If we have done so, it is the rosult Qf ouxr
nisunderstanding and not any slightest disegroenont or disspnraval
of the ideasa themselvea,.

As yvou have time $o look &t ovaer, I hops you will Tresly
Yrod peneil" any parts which you think sre out of cirder, and slso
that you will ie% us know wherg additions and improvements can bo
mads. -

The letiors and writo-ups in the Loider will, I think,
tive you a rather complete pleturs of the whole Suporvisory Tradin=-
ing Rosearch Projoct. If, howover, thers are any guestions - you
will, of courase, send thom to us,

How goas that fanily of youra by now? (Your interviewin ng
gxporienco will indicato that part of my roason for asking thad
quostion is to toll you wbout rinel That's the difficuliy in
writing to an interviewer! Ainyway, hers geos ~ ) ' s coxing
along Tamously ~ he wolghs almost 103 pounds and the only timo

he orieas is when he is hungry, and that lsst statomeat isn't &
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bid for the Ananius Club, eithor,

Wo will bo looking forwurd to hearing frem you, 6o plouss -
wrlte voon and give us your 4dems sbout the course, as well as
word as to how the world ia troating you.

Biucorely yours,

r .
Auae

vy
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