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The above outlines in general terms about what the "Per-~
sonnel Man" would do and what his broad objectives would be. We
expect that he will introduce a new relationship into the work
situation as first he wiil be set up outside the present super=~
visory hierarchy and therefore will probably represent upper
managament to the employees; and second, his background, that is,
his training and his personal attitude toward the job will introduce
a new apprcach to and a more complete study of human relations
problems,

In the beginning employees will undoubtedly make many
demands which will be difficult to satisfy. Some of them which are
of a personal naturs will bde dissipated through the understanding
that developes in several interviews but others which are indicative
of fundemental diéturbances will present problemé)as the employess
will probably expeet some sort of sction. In these cases the
"Personnel Man'" will attempt to develop an appreciation of the
complexity of the total problem; but when he has gathered the
facets, he will either have to secure action indirectly by sug-
gesting a remedy to the line organizeation or he will, when the
problem is of a general nature, present the analysis to upper
management for approval. We feel that all employee complaints
will be satisfied by this approach. We also believe that ulti-
mately the "Persomnel Men' will beccame aware of disturbing elements
before a crisis occurs which will cause employees 1o demand immediate
action and therefore the needed change will be made on what appears

t0 employees to be Company initiative,
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We also expect to find considerable antagonism directed

toward the "Personnel Man" by the department supervisor. This,
. of course, will have to be dissipated as the success of the
experiment depends largely upon their working in harmony,

We will at first spend considerable time allowing super-
visors to express their feeling. This,experience has shown,
will dissipate the attitude to a certain extent., We then hope
that they will gradually realize by working with the "Personnel
Man" that they are free to function as before as it 1s important
that nothing happen which will embarrass them in ény way. Tor
this reason it may occasionally be necessary for some personal
information to be withheld until it can be presented as a genseral
‘problem. These problems and the "Personnel Men's" judgment will
be discussed in conference with the "Personnel Man's" supervisor
eas it is important that the decision be the result of an
intelligent understanding of the wvarious factors involved and

not the result of the "Personnel Man" being emotionelly in-

volved or as one teking sides in a controversy.
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Some will be picked from hourly rated shop smployeses

Would meet regularly with line organization supervisors to dis-
cuss employes problems and inform supervisors of genaral situation

‘Get line on supervisory prospects

Would help correct many situatioms directly with line swervisors
Could handle persannel problexs that cannot now be handled
Refer employees to other specislists when necessary

Would mense the real sibtuadion in his growp
Illustratims: Wood Shop and Iron Working Department

i Distinguish between peracnak and group:probleng

Hig contact with line supervisors and assistance at supervisory

confersnces would constitute the mipervisory training program as ‘
relatod to human relations B
muld asgist employee representative in doing hias job

would tend to discourege employes representati ves from pmting
wild i6eas originated by him

would assist aupervisor in perfoming his duties

Would put enormous emphasis on human relationsg’ part of super-
visors' jodb
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STATEMENT OF FINAL CONCLUSIONS
REGARDING REST PAUSES TAKEN FROM ROUGH DRAFT OF BOOK

Rest Pau;ea

The question can bs raised: If fatigue is not a primary factor
limiting output in most repetitive or semi-repotitive tmsks, hor oan
the beneficial effects of rest pauses found by many investigators
and substantiated by the results of the Belay Assenbly Test Room be
explained? As long as rest ypeuses are conceived as having only
physical affects, it is, of course, difficult %o explain these bene-
ficiel effects other than in temms of reduction of fatigue., But
once 1t be granted that the worker's envirosment is filled with
social significance, 1t becomes necessary t¢ understand these ef-
feets in terms of the goclial function of rest pauses. ¥Wrom this
point of view, 1t can be seen that the introduction of rest periods
in the shop refleats in most instances en interest on the part of
management in the hsalth and well-beling of its workers. IMoreover,
rast pausos allow the workers 4o get togather and to converss.

They become respites from the constraint of a too confining tech-
nical 'ox-ganization. Por the tims being at lsast, the logic of
efficiency is hald in abeyasnce and the worksys are allowed {0 act
as normsl msocial eings without fear of discipline., Unlike many
of the changes introduced by menagement t¢ improve efficiency,
rest pausss take into acoount the worker's sentiments., It was 1o

this total situmtion that the workers reactsd favorably.
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In this interpretation it is the meaning of the rest pauses,
and not tho rest pauses in themselves, which is important. Their
meaning is largely detexmined by the sociul setting in vhieh they
occur. If the worker thinks that rest pauses have been Introduced
as a disgulsed form of "speeding up" work, as he is very likely %o
think at firsh, he will meet the innovation with suspleion and
hostility. If, on the othsr hand, he is convinced that they are
expressing & rveal and sincere interest of mansgement in hils well~belng
and health, and the total social situation reinforced this convietion,
he will respond %o this situmtion with a preater interest in his task.
This was the sxperiende in the Relay Assembly Test Room. At firast
the workers were suspiclious of the different changes introduced.
These suspiclons ware éxpmsaed in different ways: Could they make
up Tor the time lost? If thay d1d earn more money, would they
receive it? Were the changes being made in order to inersase outpuit?
As soon as thelr suspicions were nllayed, hovever, no more loyal

and cooperative zroup of workers could be found,
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THIS COPY FOR: MR. G/A/ LANDRY - 1000 -

APR 14 1936

I anm attac}zing an outline of ocur thinking and suggestions
with reference to dealing with the human problems incident %o the
change to the Product Type Organization, These are only general
comments based on our prediciion of what kind of problems we can
ex;g;eet. It may be that as we get farther along 1n the new organi-
zation, you will meet problems of a different nature which, never-
theless, fall in the humen relations field., I should like té teke
this oprortunity of offering you, whenever such problems occur, the
services of some of the people in my orgenization who have had
conpiderable training and experience in the field of soclology.

It night be that through investigation and study of these problems,
meny difficulties can be avoided.

ORIGINAL SIGNED BY
G. S RUTHERFORD

HAW-831-LT G+ Se RUTHERFORD - 800

Memorandum to:
Works Superintendents

Copy to lisssrs:
Co Ls Rice « 0001
G, A. Isndry = 1000
Go Ao Pennoﬁk el 2000
Je L. Stahr 3000
R. A. Price - 7500
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SUGGHSTIONS FOR DEALING WITH THE INDIVIDUAL
AND GROUP PROBLEMS INCIDENT TQO THE CHANGE
TO PRODUCT SHOP TYPE OF ORGANIZATION

1, Nature of the Froblem

1.1

1.2

UNIVERSITY OF WISCONSIN =

For purposes of our thinking we may describe the problems
as of two kinds: (&) Technical - those concerned with the ade
tual work arrengements and (b) Soclal - thoss concerned with
the humsn sspects of the changes- In thls instance we are
primerily oconcerned with the latter or human problems.

The major human problem will uadoubtedly mani fest itself
ag an inerease in apprehension among individuals - uncertain-
4ty - wonder snd worry about how the change will affect them
parsonally., At first glance this might be thought of as
simply due tc the actual uncertainty in the situation, bub
there 1s & more fundemsntal cause which muat be considered.
Briefly, it can be stated as follows:

{(a) Individuals funetion in groups by dbullding up a net=
work of routine relationships which, after a time, are
tokean for granted and bscome a traditional pert of the
group’s thinking. They control the behavior of the
individuals In the group and form the ssntiments neces~
sary for the group to accomplish its economic purposs.

{b) Vhen anything threatens theses relationships, tullt
up over a period of time, the attitude of the group
members is to resist the change ~ especially 1f the
rate of change 1s fast. This resistence usually takes
the fom of apprehension.

(c) In order %o form new groups, these old routine
relationships must be broken, whers necesssYy, anl new
onss formed, This cannot be done rapidly, as the
essence Of routine relationshigs is their repstivion
%0 & point where they become habitual and can be taken
for franted.

Ag an illustration of whet is meant we can
consider the relatiounship betwsen sn inspector
and an opserator in the old setup. In the avent
of troubla - both the operator and inspsctor knew
what they were expacted to do ~ questions of who
was respondible had been gattled in previous
instances, and the "patha® through which the
problen chould te taken had besn worked out by
sxporience. o one had to consider whether this

MILWAUKEE
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was & problem which should go to the group chief,
section chief, ete, « it was fairly well knowno
- However, when the organization undergoes a major
, change, these things have to be thought ocut each
‘ tims » problem arises, and this thinking continues
until sufficient experience has been gained to
satisfy each member of the group.

If thia theory is correct, the problem for mansgement is that
of dealing with apprehansion snd worry brought about by the break
up of routine relationships which heretofors controlled the be~
havior of individuals within the groups towards one another and
towards other groups, end of fagilitating the formation of new
routines as rapidly ss possibdle,

2o §2§§0“1ﬂn3

In line with these thoughts, the following suggestions are
made:

2.1 Confining the worry to thoss groups which will agtually
be affscted, Because apprehension quickly spreads among
groups of peopls, it is suggested that individuals who will
not be affected should be told so as soon as possidble by
their swervisors. The supervisor should give the impression
to his psople that he can be depended upon for giving adequate
end correct information about the situation from time to time,
This should stop much uneasiness and unnecessary rumors.

8.2 Giving adequatd information to workers who will bs af-
fected. Much of the apprehksnsion among thoss who see thelr
occupations materially affected can be dissipated if someone
in suthority, preferably the superintendent, tells tham
what the situation 1s, what steps are being taken to solve
the probdlem, just how placement problems are handled, and
give assurance that no one will be laid of'f bscauss of
the change,

2.3 Informing the orvisor of the se and logic of
the ghange, While it i iikaly imposaible that a logiocal
understanding of the change can be given to the entire
working fores, we should aim to get an adsquate understand-
ing across to as many lovals of supervision as possible
in order that they may detter control the formation of the

2 new groups. As indicated earlier, things which formerly

- ware taken care of through traditional patterns of behavior
will need to be thought out during the adjustment period,
until through repetition; new routine relationships are
formed. It follows that the supervisors who will carry
the brunt of this "thinking” process will be able to do &

UNIVERSITY QOF WISCONSIN -~ MILWAUKEE
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\ better job if they have a alear understanding of the ains
of the new form of organization,

~ This nesd is being met by soms of the branches through

) discussiona of the new organization at branch d X e

t inge with supervieors. [ » 1etter to
of Jenuwsry 15, 1936, which is bveing diastributed te all
supervisors, is also a step in this direction. We have no
other suggestion for formal action under this point, but
beliave upper leval supervisors should msks en extra sffort,
during the adjustment pericd, 4o keep lower level supervisors
adequately informed of the chengses conteamplated and the
reasons for them.

2.4 Using rest puuzes as g method of facilitating the forma-
tion Of new perso ' relationships. Our studies of rest "
pauses hava shown wnat one of thelr valuee is the result of
the fres time they afford to develop persmal relationships
among the individusls in the group. When the worker sits in
one work position, little opporitunity is given for free
assoclation with his fellow workers and therefore an organized
gystem, such as rest pauses, is a distinet help. especially
whon new gyoups are forming: for until these personal rels~
tionships have formed, we will have no effactive group
orzanization, We thersfore sugsest that rest pauses be
extendsd to all our shop groups primarily to capitslize on
their social value, Approximately 287 of the Operating
Branch men and 64% of the Operating Branch women, or &
combined figure of 40% of all Operating Branch hourly rated
people ara now on rest periods. This extension would mean
ineluding the vremaining 604,

2.5 lettin~ up on umnsgessary restrictions on individusls,
This suggestion naturally follows the one above, For instance,
talking is a natural means for developing and maintaining
parsonal relatlons and in new groups there mey be a natural
increase in the amount of talking, If suppresssd, it nay
develop es a subterfuge in which caes it is apt to take the
form of antagonism to authority. This undermines the morale
and tends to organize the group in oppoaition to managzsment.
Likewise, unusual behavior on the part of employeas mey not
be due to willful disobadience but rather 4o a lack of
understanding as %o what is wanted This would be true ese
poclally when behavior patterns do not £it the vequirements
of a new or chenged situation, Emphesis, therefore, should
be placed on teaching the appropriate behavior rather than

s by a disciplinery "eracking down",
h Original
Signed By
HAR-831-LT G+ S+ RUTHERFIORD ~ 800
£:214-30
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Generel Statement of $he Plsn

On Jenuary 17 tentative plans were mude for the development
of & new kind of personnel work. Undsr this plan & *Personnel 1ant
from the Indusirial Relatlons Brench would bs a&sigﬁaé to a group of
approximately 300 employses., This men would devote his entire dime
to interviewing these paople, conteebing their aupervisors and
familiarizing himself with the work being performed. It was felt
that suth & gpecialist could perfumm & very resl Iunction both for
the argsnizations $o &hinh he was assigned and for management, By
hawving direct personal contacdt with eech and every employve, he
eould give their problmé nuch moye atiention than +they are now
Peceiving; he tould bring their problems to the attentlon of proper
authorities and thus serve ss & -coaédin&tor of existing agencies;
he sould counsel the supervisors about problems in their orgenize-
tion and thus aid them in solving them; he could, by interviewing
the employeos, disaipata many of their apprehensions and smotiomnlly
reinforged ideas and, finally, he aqould keep mansgeneni infommed of

the motusl situntion &t the work level,
1% wes Telt that this plan was in line with and Tollowed

logically from the interviewing progrem and relsted studies which
were made from 1927 0 1938, It wes also felt {that much o plan
would plaee the personnel counsellor in the same relative position
thet management has already found successful in the bandling of

materials and squipment., IFrom time to ¥ime the Company has found
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it beneficisl to develop specialists in ceriain espects of menufacture.
This plan would simply add a specielist in personnel problems who ooculd
give the line organization the benefit of his knowledge snd findings.
In outlining this plan considerable sttention wes given to
the guslifiocations of the "borsomnel l'ann and his relations with %he
depurtments in which he would work. IV was felt thet he should be
well growadsd in Company orgenization and procedure and thet he be
well trained in the techniqus of the personsl interview. is %o his
relationship with the group to which he would be assigned, it vwas
falt that he should report to an oufside organization, the Industrial
Relations Branch, snd that he should funetion in the group without
any definitely redognized authority except the right to iuterview
sxployess and study the general work situation inecluding relevent
daparimental regords. It would be importent for him to use the in-
formation obteined from individuala in a way that would csuse no
embarressnent to anyone} otherwime ke would no%t be sble to funebion,

Procedure in Introdusing the Experiment

It was dssided to try this plan oul experimentally in
Depariment 6364, an organizeation of abovt 100 mplayuei, 50 asg o
learn from metual experience what its possible merits and demerita
migh% be., A man waas selested from Depariment 6086 to conduct the
experinent. A detuiled outline of the procedures to be followed in
setiing up the experiment weas then prepared and the division chief
disoussed it with sll thes supsrvisors concerned at two meeiings
held on Tebroary 6 amd 7. 4t these meetings the plan wes pressnted
elearly and in detail. "The sipervisors had few questions after the
talks and the plan seewmsd %0 be ascepheble %o tham. rollowing this
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introduetlon the "Pergonnsel Yan® started interviewins employees and
goetting acqualinied with the swpervisors in the department.

i Sume vy of Cxperience te Date

I% is impossible at $hip early date to qraw any Linsl cone
¢luasions from this experiment, The inveatigator has spent about six
weoke in the department so far. puring this ¥ime he has interviewsd
28 employees aml hag spent & good deal of ¥me conteeting the various
supervisors. It wag thought importent to develop pstisfectory rela-
tions with the superrvigors at the outset and (1) to get 2 pileture of
the genernl work problems ag they sppear %o them, (2} to get a
thorough knowledge of the work dones by the operetors anl the reguire-
monts that are made of them, end (5) to learn ae much as possible
aboul each auparvisorts sttituds toward hisg personnel problems. This
general background is regarded as essential to sn adequate under-
stending of emplo&ee complaints.

4% the prasent time the mejor problema in this depariment
from the supervisors' standpoint are, in the order of thelr im=
portance, (1) Group eamings snd plece ratex; (2) schedulas end
vork ditfimlties, {5} Diffionlties Involving the supervision of
individun) wmployess. On the whiole, the suparvisorts itime ie s
oscupisd with the first two of thess problams that he has litile
time for the third.

(1) Greup Fmrmings and Piete I ies

This is the major problem in all sub-depariments in 63564.
It is partly due to the fact that low aotivi'ty does not permit

smployees %o work full time on ome job, Tmrily it is due to a

laok of low grade operstors who ars sffiocient on severcl jobs.
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Another difficulty is thet the new plece retes seomingly do not
permit sarmings that are comparsble with past ecernings for

- comparable work. The supervisors sps spending most of thely
time trying to overcome these difficulties bscauss they believe
thet 907 of employee disastisfsction ie the result of sarnings
that are considered low.

{2) pehedules and Vork nifficulties

The balante of the msupervisors' time is mosily occupied
with a variety of problems involving work assiguments, 4ifficul-
Yios with machines, materials and back eghedules. Ineasnuch as
theze are only of indirect importance in this sxperiment, they
need not be commented oxn.

(2) gupervision of Inatvidusl maployees

with the exgeptlion of the problem cage, which is siudied
caretully by every superviscr in the line before & decision is
reached, the supervision of the individusl does not appear %
be a major problem from the sipsrvisors?! point of view. This
seens to be due €0 the following reasons: (a) Imployses do not
teke all of their ocomplainis ‘o supervisors Tfor they say, "He
won't do enything about 1t%; %he will think I'm o kickerw; or
*1{ wouldn't do me any good &8 he would be dows on me”. (b}
The lower lsvel supervisor’s time is itoken up with running the
Jjob and there is a genersl resiatance to botherinp him oxr %o
taking things over his hesd. {e¢) Supervisors in general are
ap% to diseourage the employee from taking complaints up the
line as it may reflect on them personlly.

The smployees wontacted have deen selecated from all of
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the sub-~departments involved in the study. Soms of them
were classad as problems or “ehronie kidkers' by the
supervisors but, for the most purt, they were congidered
average amployees. Their probleme, with the exception of
two men who appesr to be rether sericus cases of personal
meladjustment, are largely personsl. Hany of these probiems
are dlssipatad during the interview, that is, the employee
himself comes 10 feel that no definite action can be taken
and that the problom is eomperntively unimportent. Some
of the employees, howsver, relaes questions that oan snd
should be anawered., MNeny of these involvs new pisce retes
and ssrnings, These guestions are apparently assuming
more luportance sach day as amployses are beemiﬁg OB~
vinoed thet rates are heing mt, Mo ﬂeﬁnifse action has
_ yet besn taken to oblain anawers ror the employses on
any of these questions. If the demend is strong, they
are urged to ses fhelr mupervisr. In a Tew instances,
the invas¥igator hes infomsed the swervisor of the com~
plaint, but in no onse has Imvisdiate action been reguested.
One wmployee's problem waz called to the investipator's
a$tention by a swervisor. The enployes Teli that he had
a grievance beoauss of severm] transfers, each of which
invalved & out in rate. In the interview, it devalopsd
that he had seversl phyzioal disabilities and that ufter
a prolonged illness, hs was given an casg%?hat peld over
2 dollar an hour. At the beginning of the depression,

Bs lost this job and since has becn Vel arouhd Gasaume
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he was not particularly efficient on any assigmment.
This ouse was discuesed with the supervisors @nd they
decided that the amployee should be advised of the resson
for the trenslfer, and of the poasibilities of future sg-
yancenent on the Job., They were evidently very successfyl
as the investigator talXed to the sxployes guring the next
wesk and bs appeazad to he wore setisfied. It wms almo
‘noticed thai his efficiendy hmd inersased decidsdly.
The invesiigaior is also experimenting with ancther
problem that appoars to be eniirely s personal &irficulty.
_ Ein this ease, the coopesvation of +the hoapital, the
Paychologieal Tes¥ing Seetion, and the supervisors has
been seoured in an effort to help the suployee make &
peramal adjustment with the alf of « series of inter~
views. There 1s considersble doubt in ihe investigator's
lnind and in ‘the minds of the superviaors ap to whethar this
mn oan be returned to usefulness, but they fecl that an
of fort should be made as ke fomerly wus & sipervisor
and, 8§ preaent, could not be satisfsciorily placed on
any job. The other alferomiives, & dlssbility peunion
or dropping the man from the 20ll, nesd further oconsildera~
tion. 'They will be somsidered only if all other efforts
fail.
The investigator's sombecis with employess include
Swo employes representmiives. They boih expressed initerest
in %he plan axd seemsd $0 forl thet it would help them in
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their relatlionship with thair constituents nnd with the
swpervisors, They asem to nesd some help as they fesl
pressurs from the smployees urging setlon that iz
aoppose? by the supnryiaors. They slap feel that s good
pard of this demand for action is smotichsl, bub as
reprazeniatives they can nst 9ppose it openly as thay
will loee thelr Jobs as represenihitives. TInnsouch as
this situation is not very setigfectory %o the employee
represeniatives or the swervisors, the investipator
plans to woxk along with the foymer to relieve as much
of this sort of pressure ss possible.

One other 1tew of interest may de mentioned. This
is the faet thet the employees have spontaneously
aasocfated this experiment with the 6ld interviewing
progrem. Thix bes helpsd a great deal in getting their
gonfidence and in esteblishing satiafactory relations
with them, Alwost all of them have sxpressed apprecia-~
tion of the intervisw and of tithe opportunity %o talk
things over,

In gonaral, 1% may be said that thess firat six weskst
work indicate that the plan 1s bdegimning to satisfy a need that has
bestt Tuli for sme time by smypcrvisors, ssployees, and amployee
reprosen tatives. The supervisors sesm sctively intersated in the
plan and, in seversl instences, they have seid that they would

weleome ihe assistence that ithe "Personnel Jen» might offer in
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halping them to gain & mors complete undeysiending of thelr humen
problens and in getting their thoughim and their prodblems up the
1lins,
. 7ith regard to the employees, it is sufficient to say
thet they are all as Interested in the plan as they were in the
‘;‘f’maéﬂwiﬁg Program.  They o out oﬁ‘ tholr way t0 spesak 0 the
"Porgonnel FARY whenever ha is in their section. Thay talk openuly
snd fpesly of their problems snd this in itself appeoars to be
beneficial to them.

In view of this experiencs, it Is Tslt that the ground-
work is being laid for a program that fits inio sbop situetions
without disturbing the work that themse organizations perfomm and
which st the some time can go & long wey towsrd alleviating meny
of the problems industrial orgenization presents.

VTD=AQM=-B80B8~4:7.C
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I thought you wonld be interested in the altisched pre-
dinsry roport on "@h& axpeiinent in personnsl counselling with
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April 27, 1936

MR. G. S. RUTHERFORD, Superintendent of Industrial Relations

Heawt horne

I was very much interested in the reports whiech
accompanied your letter of April 20, and would be elad to
have you write me again in three or four weeks to rive me
any further comments which you may have as to the success
of the programs you have outlined.

I note also that you have sent copies of these to

-and_, who will be very interested in

keeping in touch with these studies.

()

Personnel Assistant
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© In oconection wish the proble of treining skilled and
seni-akilled workers whigh e nre undexrtaking ot prq'un%; 1% hap
ooeurred to us that much ﬁlmblﬂ knowledge might be galned ’b‘}
sub jacting the learning process these people will go #hrough to
scientific anslysis, m objective of such an wnalysis would he
o rendelr oxplioit the sucdoessive dissriminations an individuml
mors or less intauitively makes in moguiring akill snd profioiensy
on & glven jobs We believe that if his ecould be done; the leam-
ing period cowld be grea¥ly shordensd while at the same time 3he
worker hlmself caﬁm bs given s badter grasp of his tesk in that
fiie bunes of his skill eould be more asmsily dimcussed and henee
wderstoed by him.

Bueh studies as Yhess would require, emong other observa-
sions, scourate and cemplete Pecords of performance aver long periods
of time. JFurthermore these redords should ashow the itime requirsd to

- somple¥e esch wmit of owtpwud. This would enable a large astatisticnl
population 0 be buil¥ up amd would allew the dete eollected %o be
snalyzed by varying sims invervals.

The gquestion nufurally srises a3 to how such records could
bens be ayniud and the anawer whieh suggesta itself is that tw
¥ime resording devies which has hesnn developed by Mr, N. X, Eagat
would be very wall suited 4o ¥ais purpess. In fast this insdruem$
was originally developed with tis spesifiec intmmtion of replaeing
she perferaded taps time reecrds which wers used threughous e
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Relay Assszbly Test Room experiments Wy 4igit printed mﬁ TFOROTUR,
This time recording deyice has a fairly leng hi,:ﬁoxy. ‘Eﬁi
ides of devsloping such & nechaniem was originally propoied some~
time in 19%2 by Nr. 'r. N. Whidehead of the Harvaid Business Sehool,
who felt thmt digit-printed ¥ime records would be mush betier then
the perforated tape tim records dhen in use in the Relay Awsenmbly
Test Boom in that 'thaf would be more accurate, save & grast deal of
olerigsl work and could be bet¥er preserved, This suggestion met
with approval snd in December, 1938, Mw. N. K. Engst was assipgned
the job of developing a suitehle recorder. An appropristion of
$250. was made for investigating &mrainl recorders and meking
.8 mucket model. The inveskigation of eamx;aina., resorders showed
that none were suitable. ‘
| Shortly after Mr., Engst was given this assigamet
Nr. Whitehead, in a Iettex addressed %o Mr, Pennock dated May 11,
1238, outlined the speaifications required in the devies and listed
soms of 1%s possible uses, Mr, Boget sutlised several special
dosigns 10 meet these spesifications and submitisd them %o
Mr. Whitebend for comsens, The basic design o w mmehine suit-
able % kim was sslected and work was hagun om & nucke’d medel.
Te meet the cost of Whis developmeny, work yhe origimal approprie-
$ien. of $150. was inereased to $1000 and later %o $1750. Thia
dovelopment work was Yetarded duws %0 the faet thad Mr. Engai's
time was absorved in ether and more urgmt asiivities. M bas
Aew, kowever, eompleded s werking model. All ¥he msjor problems
mepmbered in sousiructing he devies have besm worked out mmd

4% iz aow belng considared for retating. Tt {s mdarabesd tat
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the product will have %6 go threwgh u Tinal stage of developmet,
chiefly In desimn, before i+ Ls marketable,

The nature of this regorder ¢an be dedused from the
attached photograph of the model. This instrument consists
essontially of a timepiece in which the %ime is given in minutes
and decimal fractions of a minute on a six figure gomter; read-
ing from 0.001 of w minute (roughly 1/17 sscond) up to 999,999
- minutes (over 186 hours). The motive power and %ime control is
provided by a synchronous motor. A printing device cauwses the
figures showing on the cownter % be printed on & moving tupe
at the instant of olosing an eleetric eirouit, the latter being
operated by & key, push bukton or other cirsult closing device.
The times 30 recorded are printed in the form of a golumn on the
taps, the earlier times being ad the hottom of the tape. This
ensbles slapsed timen to he obtmined by subbrsstions of gon-
secutive numbers in the conventsional mamner. Experisuce has
shown {¥hat continuous subiraetions with nmﬁnr: in the reversed
order is both slower and less accurate,

Thres additiomal symbols, A, B and €, are provided on
$he ¢ounier; esch being broughs into position for printing by
slosing i%s independent cireuis. These letters or combinations
of shese letters may be printed on the dape t0 indicate the time
sad naturs of stoppages.

Yarisus uses of this instrumems have been miggested
for purposes ofher than eur wem. The fellowing 1ist is
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) suggestive of the wids variety of usages %o whish it could bs adapted:
1. Tine studies for rate seising.
2. Ressarch work in prastical egineering.
3« Nupber of e¢alls on a telephoas eircult for
analysis by time,
4, Athletic events and siesd records,
5. Traffic surveys in citles. This recorder
would show variations in traffic during
the day.
6. Reswareh in enginesring, physieal,
physiclogleal snd psyshological laboratories.

In view of the many potential usages of this instrument and
the possibility of 1ts imuedliate applidation in our training and
resenrch work, we request 3hat five of these machines be manufactursd

N for use in dhis deparvesnt. Mr. Engst estimates that this would

sont shout $5000. This Tigure includes the comt of design and
ingiden¥sl developmms vioxk togetier with the cost of manufacturing

WiD=831 - 4K
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June 3, 1936

I am attaching ?ﬁ? Feports on the experirent in per-
sonnel work for your information. The preliminary report was
issued’some time ago but was not given general circulation and
we are reissuing it at this time to insure that it reaches

everyone.

G. S. RUTHERFORD - 800
WJID-831-4~LT
Att,
Memorandum to:
All Superintendents at Hawthorne

All Works Division Chiefs

Copy to Messrs:

C. L. Rice < 0001
G. A, Landry - 1C00 '
G. A, Pennock - 2000
J. M. Stahr - 3000
R. A, Price - 7500
J. H. Hellweg - 900
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PRELIMINARY REPORT ON
THE BEXPERIMENT IN PERSONNEL, COUNSELLING

General Statement of the Plan
| On January 17 tentative plans were'made for the developrient
of a new kind of personnel work. Under this plan a "Personnel Man"

' from the Industrial Relations Branch would be assigned to a group of
approximately 300 employees. This man would devote his entire time
to interviewing these people, contacting their supervisors and
familiarizing himself with the work being performed. It was felt
éhat such a specialist could perform a very real function both for
the organizations to which he was assigned and for managcement. By
having direct personal contact with each and every employee, he
could give their problems much more attention than they are now
receiving; he could bring their problems to the attention of proper
authorities and thus serve as a}coordinator of existing agencies;
he could counsel the supervisors about problems in their organiza-
tion and thus aid them in solving them; he could, by interviewing
the employees, dissipate meny of thsir apprehensions‘and emotionally
reinforced ideas and, finally, he could keep management informed of
the general effect of its policies at the work level and of problems

r which are impersonal and general in character.
It was felt that this plan was in line with and folloved
logically from the interviewing program and rclated studiss which
y were made from 1927 to 193Z2. It was also felt that such a plan
would place the personnsl counsellor in the same relative ﬁosition

that menagement has already found successful in the handlinz of

UNIVERSITY OF WISCONSIN -~ MILWAUKEE



2.

materials and equipment. From time to time the Company has found it

beneficial to develop specialists in certain aspects of marufacture.

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

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

In outlining this plan considerable attention was given to

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

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

well grounded in Company organization and procedure and that he be

well trained in the technique of the personal interview. as to his

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

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

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

any definitely recognized authority except the right to interview

employees and study the general work situation including relevant

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

formation obtained from individuals in a way that would cause no

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

Procedure in Introducing the Experiment

It was decided to try this plan out experimentally in

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

learn from actual experience what its possible merits and demerits

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

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

setting up the experiment w:as then prepared and the division chief

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

« getting acquainted with the supervisors in the department.

Summary of Experience to Date

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

«t the present time the major problems in this department

- Trom the supervisors' standpoint are, in the order of their im-
portance, (1) Groun earnings and piece rates, (2) Schedules and
work difficulties, (3) Difficulties involving the supervision of

( individual employees. On the whole, the supervisor's time is so
occunied with the first two of these problems that he has little

time for the third.
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(1) Group Earnings and Piece Rates

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

(2) Schedules and Work Lifficulties

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

(3) Supervision of Individual Employees

* With the exception of the problem case, which is studied

carefully by every supcrvisor in the line before a decision is

reached, the supervision of the individual does not appear to

be a major problem from the supervisors' point of view. This

v scens to be due to the following reasons: (a) £mployses do not
take all of their comdlaints to supervisors for thev say, "He
won't do anything about it"; "?e will think I'm a kicker"; or

"it wouldn't do re any good as he would be down on me". (b)
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The lower level surervisor's time is taken up with rurning the
job and there is a general resistance to Dbothering him or to
taking things over his head. (c¢) Supervisors in general sre
apt to discourage the employee from taking conplaints up the
line as it may reflect on them personally.

The employees contacted have been selected from all of
the sub-departments involved in the study. Some of them were
classed as problems or "chronic kickers" by the supervisors bvut,
for the most part, they were considered average employees. Their
problems, with the exception of two men who appear to be rather
serious cases of personal maladjustrment, are largely personal.
Many of these problems are dissipated during the interview, that
is, the employee himself comes to feel that no definite action
can be taken and that the problem is comparatively unimportant.
Some of the employees, however, raise questions that can and should
be answered. Many of these involve new piece rates and earnings.
These questions are apparently assuming more importance éach day
as employees are becoming convinced that rates are being cut. No
definite action has yet been taken to obtain answers for the em-~
ployees on any of these questions. If the demand is strong, they
are urged to see their supervisor. In a few instances, the in-
vestigator has informed the supervisor of the complaint, but in
no case has immediate action been requested.

One employee's problem was called to the investigator's
attention by a supervisor. The employee felt thet h: had a

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

The investigator is also experimenting with another
problem that appears to be entirely a personal difficulty. In
this case, the cooperation of the hospital, the Psychological
Testing Section, and the supervisors has been secured in an
effort to help the employee make a personal adjustment with the
aid of a series of interviews. There is considerable doubt in

. the investigator's mind and in the minds of the supervisors as
to whether this man can be returned to usefulness, but they feel
that an effort should be maede as he formerly was a supervisor
and, at present, could not be satisfactorily placed on any job.
The other alternatives, a disability pension or dropping the

- men from the roll, need further consideration. They will be

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

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

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

One other item of interest may be mentioned. This is
the fact that the employees have spontaneously associated this
experiment with the old interviewing program. This has helped
a great deal in getting thelir confidence and in establishing
satisfactory relations with them. Almost all of them have
expressed appreciation of the interview and of the opportunity
to talk things over.

Sunmary

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

sentatives, The supervisors seem actively interested in the plan
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and, in several instances, they have said that they would welcome
the assistance that the “Personnél Man"™ night offer in helping
them to gain a nmore complete understanding of their human problems
and in gettiné their thoughts and their problems up the line.

With regard to the employees, it is sufficient to say
that they are all as interested in the plan as they were in the
Interviewing Program. They go out of théir way to speak to the
"Pefs;nnel Man" whenever he is in their section. They talk openly
and freely of their problems and this in itself appears to be
beneficisl to ther.

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

of the problems industrial organization presents.

- WID-ACM-6086-4 : WC
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SLCOND PROGRESS REPORT ON THE EXPERIMENT
IN PERSOMNBL COUNSELING

In & preliminery report of the progress made in the experi-
ment in personnel counseling, issued on April 8, it was tentatively
concluded that the groundwork was beinz laid for & program that could
fit into shop situations without disturbing the work these organizsa-
tions perform and which &t the same time could go & long way toward
alleviec ting many of the problems confronted by these organizations.
This stetement seemed werrented, first, because of the éooperative
attitudes toward the experiment which were shown by the supervisors,
the employees and the employee representatives, and, secondly, because
the investigator was able to obtein data relevant to supervisory and
menegerial problems that had not previously been available. It was
found that many employees were reluctant about taking their problems
to their supervisors and thst meny supervisors were so occupled in
running their jobs that they had very little time to devote to such
problems anyway. dMention was also made of the fact that many of the
problems the employees discussed were modified considerably during
the interview whereas others seemed to demand action of some sort.

At that time the investigator had not formulated any plan for handling

the latter ceses other than encouraging certzin employees to take
ection themselves,

Summery of Experience Since April 8

Since the previous report was issued the ares covered by
the experiment hes been extended due to a change in the organization

of Depertment 6264. The Iron Viork and Power Board Sub-Departments were
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teken from this orgesnization and the Jack Ringer and Xey Sub-Depart-
ment was added to it, It seemed advisable to continue in all of the
sub-departments previously covered and to include the new sub-depart-
ment as a part of the experiment. This would give the investigstor

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

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

In addition to this expansion there has been considerseble
procress made in the experiment itself. The investigator feels that
the values in the experiment are coming up to the expectations of it
as described in the previous report. In other words, he feels very
strongly thet progress is being made towsrd creating a more harmonious
work relationship emong employees and between employees and their
supervisors, In addition, this brosder experience has resulted in
a nore definite ides regarding the types of problem that may be

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

Cases Requiring Personal Adjustment

Cases requiring personal adjustment are those in which
remedial action must come primarily from a reorientation of
the individual to his surroundings. In these cases the diffi-
culty is ordinarily not in the externsl situction but in the
individualts personal situation. The symptoms ordinarily
encountered comprise such things as exazgerated demands of
the situation in which the individual is placed, ifrational
fears, feelings of frustretion, inferiority or futility,
inability to attend to work, and so on. In such cases little
can be accomplished apart from sustained, careful treatment
of the individusl.

So far four of these cases have been encountered among
the thirty~-four people interviewed. These four are rather extreme
cases; there are many others where the same general type of diffi-
culties are present, but they are much less serious and do not

. constitute & major handicap to the individuel's periormance. One

of these more serious cases was mentioned in the previous report.
The investigator has had seversl subsequent interviews with this
employee &nd the progress to date is very encouraging. This
progress is no doub£ due in part to the interviews, but it is
also due in no small measure to the interest end cooperation

shown by his cuporvisors. Among the three newer cases,
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one of them has been a management problem for some time. His
general attitude is that "the company owes me a2 living". This
attitude in itself is & difficult one for a supervisor to handle.
It is made even more difficult in this case because the indi-
vidual does not seem to be appreciative of the fact that the

¢ Company on two different occasions went to considerable trouble
to help him. The supervisors now handle him with "silk gloves"
to avoid stirring up more trouble. Of the other two cases, one
develops headaches or other physical ailments immediately he is
put under pressure or told to do something he doesn't like. The
other case is one in which the individual's family situation has
led to exhorbitant demends of and corre§ponding disappointments
with the Company. Although it is not safe to generalize from
such a sample as this, the indications are that these problems
of personal maladjustment may be more common than is frequently
supposed snd one worthy of serious attention.

Cases Requiring Some Sort of Supervisory Training

Al though the investigation has not proceeded fsr enough
to provide a well rounded picture of this problem, it is evident
that some supervisors might spend more time or give more attention
to certain problems if they knew of their existence. These
problems vary all the way from individual difficulties similsar
to those described to such group problems as restriction of output.
It looks es thouzh considerable training value will be derived
through discussing such problems with individual supervisors,

In addition to such individusl training, the investigator feels
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; that problems will arise from time to time which can best be

‘ handled through group conferences, Where such problems are
confined to a department or are peculiar to certain work
situations these conferences will be conducted by the
personnel counselor himself, If, on the other hand, the

] problem is fairly general it will be referred to the
Supervisory Training Section for disposal. One such
problem at the present time is that of training new em-
ployees and inducting them into the organization. This
problem is being worked out by the supervisory training
group at the present time.

Cases Requiring Alterations in the Work Situation

From the data gathered from the interviews teaken so
fer, it lonks s though the chief problems under this heading
are related to job placement. For example, one employee who
is thoroughly dissatisfied with his work now, formerly spent
nost of his time on the same type of work but it was in
another orgenization &nd was more complex. He did not mention
a transfer to the investigator but such action is indicated
as at least a partisl solution to his dissatisfaction. Anotzer
instance, is that of an ex-supervisor whose outside
interests &sre in socisgl work and community activities. This
person might be much more valueble to the Company if he were
offered work more in line with his interests and experience.

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

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

than to any specific advice or training he has given them.

Troblems in Connection with the Experiment

The activities’gescribed suggest that the experiment is
slowly proving itself in as & worthwhile underteking. During this
time, however, certain problems have arisen which should be discussed
at this time.

First, there is a need to gather data more rapidly and

> in turn give employees an opportunity to talk to the counselor more
frequently. The values in this area are obvious, If the experiment
vies being carried out more intensively, data would be available at
€ll times on questions of importance at the moment. For example,
deta would be readily available on such a question as the attitude
of the new employee towerd the Company and his training needs.
Similarly such & question as the effect of the coming rate revision

on the employees who will have their hourly rates reduced could be

readily answered if more investigators sere in the field.
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Incidentally, the investizator is now working on the lstter problem
and is interviewing the people who will be thus affected, but progress
to date is unsatisfactory due to insufficient time.
L second and quite different problem is that of handling the
¢ materizal gathered by the counselor. Under the old interviewing program
this problem did not arise because the materisl was divorced from
particular personalities and was used only in & general way. The
counselor, however, must leern to use this material so as to get the
most 7ood out of it, yet st the same time be faithful to the trust
placed in him by employees and supervisors. This requires good
judgment, careful anelysis of each step taken and experience in
hagdling a wide variety of problems. At present it is felt that
the surest safeguard is to proceed carefully and to refrain from
any action the consequences of which cannot be pretty well thought
through. An attempt is beins mede to write up the most interesting
of these problems together with the steps taken in handling them
with the hope that they csn later be classified and used as casé
material in trsining new counselors.
Finelly there is the problem of developing new counselors
so that they can carry on tnis work in other locations. It is hoped
that the men assizned to this work will eventually develop to a
roint where they can carry on by virtue of their own initiative
and resourcefulness. Too much supervision would be likely to spoil
a progrem of this sort. The personnel counselor should be able to
stand on his own feet ©nd meet problems as they arise. The diffi-
culty et present is that there are not many people with the neces-

sery treinint end experience availeble. L treinint program has been
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- devised to meet this problem, however, which should work satisfactorily.
f‘ Under-this‘plan the bezinner will be given as much training as hs can
assimilate in the relevant branches of psychology and sociology. This
will be done informally and so far as possible it will be shaped with
reference to concrete problems which the beginner confronts in his
work. The begimner will work in conjunction with an experienced
investigator. At first he will be limited to taking interviews with
employeas, leaving the problem of dealing with this materisl to the
senior counselor. He will, however, be in close touch with the
senior counselor who will over a period‘of time gradually delegate
more and more responsibility to him. In this way the necessary
control over the new counselors will be assured all during the train-

ing period.

Proposed RExtension of the Plan

In order to work toward a solution of the problems outlined
above, it is proposed to assign two more people to the ﬁerritory now
included in the experiment. One of these people would assist the
present investigator by taking interviews with employees. It is un-
necessary for him to have had much traininzg as one of the reasons for
adding this person is to test out the training progrem outlined above
and to see whether or not the present investigator can use effeqtively
material gathered by some one else. The other person, however, should
have a well rounded background Af experience and training as it is
hoped that after a short time he can be assigned a territory of his

own.
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In addition to doing this more intensive work in the or-
ganizations now included in the experiment, it is suggested that the
plaen be extended to include the Station Apparatus Shops. The reason
for this request is that there, better than anywhere else, the many

% recent changes which have been made in work and in organization can
be observed and studied. Also it is believed that the product type
orgenization may present many new supervisory and personnel problems
which were not encountéred under the functionsl organization. Two
people, one man and one woman, would be required to begin work in
this territory. Both of these people should be experienced and de-
pendable as they would have to carry on their work more or less by

themselves.
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MR. C. L, RICE:

Supplementing my le{:tei' July 1, about the personnel
experiment of the iwash Motor Company in Wisconsin,

Herewith are two copies of‘ Mr, Kennedy's letter
January 23, 1935, with an interaesting article sbout employee
relations in the automobile industry. The author is Frank 7.
Oliver, Industrial Coordinator at the University of Detroit,

whose article appeared in the Januvary issue of the Factory

nmagazine,

Att,

\
a
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Western Eleclric Company

INCORPORATED
195 BROADWAY NEW YORK

e i e
e e p—— | r— ot

CQRTLANDT 7-7700 IN REPLY REFER TQ

January 23, 1935
PERSONAL AND CONFIDENTIAL

e e s o e R s WA

I am attaching a copy of an article entitled "It's 'Hour
Aates! in Detroit" by Frank J. Cliver, Industrial Co-ordinator of

the University of Detroit, which appeared in the January issue of
factory magazine.

s e b e

“Ihile this article deals specifically on the transition
from piece worlz to day work rate in the automobile plants at Detroit,
it contains a considerable amount of inFormetion which is directly
applicable to our problem.

You will note that the general philosophy of the day work
payment idea ties right in with our progressi-n plan as used in the
Distributing House Shops and points out guite clearly the responsi-
bilities which necessarily go with such a basis of payment.

JRUSID PV P

Some of the information brought out in this article will no
doubt be useful in your discussions with your Employee Representatives.

but probably should not be used as guotations from 1i%. i
)
Yoy
?{‘ £} ‘,/\/./‘l/\/\/{/” -
r N .
. J |
FC:D

Ceneral Telephone Sales Manager. ‘

Att.

Letter to Managers
Copy to Gensral Managers of Distribution.

lerchandise lianagers
General Sales Engineer
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4 IT'S "HOUR RATES" IN DETROIT
R

Some of the reasons why a group of important automobile manu-
facturers find it expedient to abandon piecework and bonus.

Sy A

— FRANK J. OLIVER
Industrial Co-ordinator, University of Detroit

Since March of last year, and in increasing numbers since the start of
Production on new models in December, the principal automobile manufacturers
and a few of the body plants in Detroit and vicinity have been quietly swinging
back to the straight hourly wage in place of group bonus and piece rates.

The change was made in some plants progressively, department by department,
in a period of declining production; in others with the beginning of new model
production. Coupled with Ford's workers, who.-have always been on a day rate,
this move places a large percentage of Greater Detroit's factory employees on
an hourly rate basis.

Group bonus, group piecework, and individual piecework have been the only
forms of wage incentive plans used to any extent in the automobile industry in
the past decade. The group bonus and group piecework plans lent themselves
readily to a standard cost system, as the bonus was usually set so that labor
costs remained constant above 100 per cent efficiency. Group efficiencies
seldom went below the task and generally averaged 115 per cent of task, which ‘
was liberal and did not set a killing pace. ¥ith the group piecework system, i
as with individuval piecewori, labor costs by the very nature of the set-up
are standardized.

So much for the immediate history and background. This article will
attempt to answer some of the questions that come to mind when some of the
implications of the change are considered.

Vhet Is This?

Is this a step forward or backward? Is it a recognition of some of the
Principles of better employee relationships? Is it a frank admission that the
conveyor and the machine cycle time the operation and provide all the incentive
necessary? Or is it part of the strategy of shadow boxing with orgenized labor?

Thich way has plant efficiency gone, up or down? Vhat changes have been
found necessary in applying the old time studies? What changes in cost account-
ing?

Such a fundamental change in labor policy is profoundly significant because
the employee's pay envelope is the very heart of all industrial relations. Year-
ly wages paid out in one of these large plants often equal the entire capital
investment in plant and machinery. Must we revise our conclusion that day work
is often inadequate and unfair both to employer and employee in modern mess {
production?

o, probably not! The chief reason for the change is that changing con-
ditions make different requirements. Under today's conditions the straight !
hourly wage is considered the best thing. The old incentives are no longer
operable. liext year things may be different. A weekly wage may be the order
of the day. In these changing times there is no such thing as a permanent policy.
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This sort of attitude implies that the change is a matter of expediency,
T In fact the most significant statement on this score was the remark of an ex-
ecutive to the effect that "of course, there are certain labor slants we don't
want to talk about". He did not expand on this point, but in my opinion what
he referred to was the fact that, in the undercover struggle going on in de-
fense of the open shop, real efforts are being made to keep labor guiet.

Friting in "Automotive Industries! recently* Athel F. Denham bluntly
states: "Initiated by labor and particularly the A, F. of L., the movement
toward straight day-rate wages has gathered a momentum at present which bids
fair to carry a major part of the industry with it. If organized labor in-
creases its power, there is little likelihood of widespread returns to bonus
systems, unless major policy changes are made by such organizations."

Then There Is 7 (a)

In the face of such a situation, and with Section 7 (a) hanging over his
head, no manufacturer wants to face a group of collective bargainers over a
real issue if it can be helped. The problem then becomes one of simply not
letting the issues ever get hot enough for a real debate.

In General HMotors's recently published policy on employee relationships,
for example, the set-up is obviously designed for the settlement of all dis-
putes within the organization, to prevent as far as possible a case from ever
having to be presented to the Automobile Labor Board.

In another corporation severe penalties are placed on a foreman for fail-
ing to bring to the attention of the management any situation that might have
such a kick-back. While guestions of wage payment plans do not properly become
subject to any constituted board's jurisdiction, they have formed one of the
chief topics of debate in works council sessions. It would have been a mistake
in policy to have let this one issue become the rallying point for group action
on & large scale.

If part of the process of keeping labor quiet lies in abolishing piece
rates and group bonus, there must have been some faults with the system. The
main objective of the change, as I view it, is increased satisfaction of the
working force -~ better »lant morale.

Not Able to Farn Rates

One of the biggest kicks on the part of the men under the old system was
the peaks and valleys in earnings encountered in starting new models or because
of fluctuations in schedules and other interruptions to production. Too fre-
quently the men were not able to earn their rates because of material shortages
and machine breakdowns -~ faults directly chargeable to management.

The men could not budget their expenses readily because they could not
estimate their earnings closely. Furthermore, they often found it difficult
to compute their earnings, even though sometimes efficiencies and rates were
posted daily to aid these calculations. '

* UDay Rates Supplant Group Bonus.! Dec. 8, 1934.
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? With group bonus it has always been difficult to find a completely satisfied
group. The fast man feels he is being held back, as indeed he often is, and the
slow one is the goat of all the others. In a 10-man group, if one man increases
his output 10 per cent, he gains only 1 per cent bonus because the increased
efficiency is shared by all members of the group. Such a situation tends to
bring the output down to the level of the average low producer of the group,
and the incentive fails,

Piece rates or group bonus are usuvally computed on the basis of allowing
the average worker to earn a fixed amount a day, say $6.50. There is a great
temptation on the part of management to find some excuse to cut the rate if
the earnings of a worker or group of workers is much out of line with other
earnings in the plant.

Making considerable or even slight changes in the method or introducing
new tools or machinery are legitimate reasons, but the rate is generally cut so
that the average worker still earns his $6.50 a day. Management does not tend
to share the benefits of new methods with the workers. DMNot every shop operates
on such a policy, but the average Detroit mechanic has worked in a dozen plants,
and general impressions persist.

As a result these men get the idea that there is a very definite 1limit be-
yond which they dare not go. They are afraid to "kill" the job for themselves
and their fellow workers. And the fellow who kills himself in a group is Jjust
a "sucker". There have been numerous cases of direct soldiering on the job for
fear the rate will be cut. Fear of scorn or bodily injury will often hold a man
back. Comparisons can become really odious under a piecework plan.

'Traditional Opposition '

Piece rates and group bonus have been traditionally opposed by organized
labor on ethical grounds -~ namely, that such systems tend to awaken greed in
workers and stimulate unrestricted competition between them. TFrom another
viewpoint, collective bargaining reduces the workers to a common level -~ that
of the low man -~ and does not attempt to secure greater benefits for the more
efficient workers. '

Much of this labor attitude just reviewed has been expressed through works
councils, A. F. of L. locals, and other forms of employee representation. In
one organization, the management went a step further and asked the men directly
for an expression of opinion as to which method of wage payment they preferred.
There was a general preference for the flat hourly rate.

Although it appears on first analysis that all the benefits are in favor
of the worker, there are also & number of advantages that management gains or
retains.

In the first place, the change was made after the industry had operated
on a bonus or piece rate system for meny years. Most of the common operations
have been motion studied in detail and definite methods of operation adopted.
Rates and standards have been set as a result of painstaking time studies. A
definite task or measure of vhat constitutes a day's work has been established.
The performence of groups, individuals, or departments may be measured and
compared.
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*’ Need for Other Incentives

In making the change-over to the flat hourly rate, the manufacturers have
- made no changes in standard times or in standard costs, under which most of them
operate. It is expected that the same efficiencies will be maintained. This
implies substitution of other incentives.

In effect, what has happened is that the incentive has partly been trans-
ferred to the foremen and other group leaders, and has partly reappeared in
other forms. Departmental supervisors must still meet the old bogies of per-
formance. Through foremen conferences and re-education of foremen, some corpo-
rations are trying to develop leadership methods rather than driving methods to
attain these results. Tor one thing, the organization throughout is more alert
to provide work for employees while they are in the plant because non-productive
time is at management's expense, instead of at the worker's as before.

One plant official remarked that the men had "let down" as a result of the
introduction of the new plan, but that the efficiency of the plant as a whole
had gone up.

"The management didn't stop the men so often," was the way he explained it.
The principal stoppages had been due to lack of coordination between operatfions,
material shortages, and machine and conveyor breakdowns. The men lost under the
old system; the factory loses now, or rather sees to it that it does not lose.

As another high official put it:

"“here is no so-called incentive plan that will meke a man work unless he
is provided with work wniformly. “hen that is done, no incentive plan is
necessary."

In another plant the belief is expressed that the average good workman wants
to produce a good day 's work for a good day's pay; to win the respect of his
foreman and his fellow workers; to be fair and honest; to receive proper credit
for work well done. Some of the incentives suggested are pride in workmanship,
desire to excel, desire for vecognition, credit for accomplishments, and above
all the desire to give full and satisfactory work in order to hold a well-paying
Jjob.

Conveyor Sets Pace

One of the questions propounded in the early part of this article implied
that perhaps a wage incentive was not necessary because the conveyor set the pace.
To one who has observed a modern assembly line in operation this seems to be a
satisfactory explanation. Uafortunately, however, there are a multitude of opera-
tions, particularly in the machine shop, that are not conveyorized and vhere such
a broad statement does not hold true.

In the past, payment of time wages proved unsatisfactory from management's
viewpoint largely because no comparative individual records were kept, and all
workers in the same class received the same wage.

7ith working conditions standardized, however, with a plan of production
control in effect, and with the best method and a standard time a matter of
record, the straicht hourly wage takes on a new aspect. Zach workmen knows

—
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f what is expected of him. Records of individual output are kept. The management
has a definite basis for wage increases and promotions. Such rewards for meri-
torious work stimulate other workmen and have a beneficial effect on shop morale.

In other words, such a system becomes as much a wage incentive for extra
effort as any yet devised. This is in my opinion the most significant aspect of
the whole change.

Cne of the chief incentives now offered lies in the attainment of a classi-
fication or rank. Obviously, in order to maintain or increase employee satis-
faction, which is the major objective, it is necessary to set hourly rates so that
the worker earns approximately the same as he did before for the same output.

A Typical Rate Structure
There are usually about three flat hourly rates for a particular job corres-

ponding to base rates under the bonus system. A typical rate structure for drill
press operators, for example, would be as follows:

Base Rate 150% Flat
Bonus Bonus at Hourly

Plan 115% Task Rate

Begifher o« « v v v ¢« v v v e e s $0.50 $0.75 $0.70
Production . . ... « « v ¢ ¢« . .. 0.52 0.78 0.75
TOP v v v v e e e e e e e e e e 0.54 0.81 0.85

Detroit still leads in comparative wage rates. This group represents a fairly
wide spread in wages and provides an incentive to reach the top scale. Besides,
there are classifications set up at the behest of the Automobile Labor Board that
provide even greater incentives.

These classifications refer to preferential lists during lay-offs and in re-
hiring. To be classified as a (d) man means that a worker is essential to the
oxeration of the plant or has exceptional ability. Such a man usually survives
all lay-offs. A (c) man (married) and a (b) man (single) have seniority rights
in terms of years of service so that the incentive does not apply here, but to
attain a (d) status provides a tremendous incentive for job security to the lower
groups.

The (d) man is an all-around mechanic who can handle almost any job in the
department. Under a straight hourly rate plan, foremen are encouraged to rotate
their good men without the usual kick from the men that they lose money on a new
and unfamiliar job.

Conversely, there is a negative incentive in the threat of dismissal for lack
of efficiency. A dismissal is a very serious action in these times. Much greater
responsibility is placed upon the foreman than before, not alone because he must
be able to substantiate his action against claims of discrimination, but because
he must really know what his men are accomplishing.

He must be constantly informed as to the rate of production of each employee
and see that the hourly rate paid is justified. He must study the jobs and the
men, and learn how %Yo manage and control. He must see that each worker does his
share of the work accurately and without too much scrap.
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This procedure requires frequent contacts with the men. In other words, it
means putting full control of production back in management's hands and out of
- the control of groups operating on a bonus plan.

",

One company has introduced a form of rating that is useful in a merit classi-
fication of workers. A man is scored on five counts -— workmanship, conduct,
application, attendance, and safety. On each count he may be scored: Pirst Class
(superior), Second Class (average), Third Class (tolerated only in case of labor
shortage), and Unsatisfactory.

This rating was originally designed for picking out the (d) men and handling
dismissals, but it is egqually satisfactory for setting rates and supplying an in-
centive.

With a straight hourly rate in effect, the foreman's real job is to bring
up the work of the weak producer and place him properly. If that cannot be done,
the foreman must dismiss him. At the time this article was written (mid-December,
1934) there were relatively few cases of dismissal reported, but then the new
production schedules were hardly under way, and mostly (d) men were working. What
will happen when production is in full swing remains to be seen.

Vatch Turnover

Another factor that will be watched with much interest is the one of labor
turnover. Twenty per cent a month was not unusual in some plants last year.
The attack on this problem is being made through foreman training as it is felt
that faulty supervision was largely to blame. The much closer supervision re-
quired under the new wage plan is bound to have a beneficial effect.

Naturally, foreman training is concentrated at the moment on the employer-
employee relationships. New texts have had to be prepared to acquaint the super-
visory forces with the new wage payment plan and to re-educate foremen as to their
added responsibilities. It has not been an easy task to develop enthusiasm for
a new plan after the management had been selling them on the advantages of piece
rates and bonus plans for the last quarter of a century.

In one plant an old timestudy men experienced in several forms of wage pay-
ment plans is devoting all his time to this sort of education, either in the form
of group contacts, conferences, or personal contacts. In addition, the factory
manager has been conducting meetings. In another plant where a department of
industrial education was already in existence, the only change in routine was to
prepare some new text material in place of the obsolete lessons on group bonus
and group piece rates.

That of Costs?

It was mentioned earlier in this article that the same standard labor costs
remain. In actuality this is probably what is going to happen in the present
automobile year: During the first months of production, actual labor costs will
exceed standard costs by reason of delays and difficulties in getting new tools
and new line-ups working on the 1935 models. During the last few months actual
costs will be under standard costs because all the "bugs' will have been worked
out and the workmen will have developed added skill,
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The net result will be that standard labor costs will average out over the
life of a particular model.

P

Work of the timekeeping department will be greatly lessened on the new basis
because a great volume of group calculations are eliminated. “Jork of the cost
department will show little increase because the time standards must be maintained.

The conclusion reached after considering all the factors is that although the
change from piecework and group bonus was made largely as a matter of expediency,
advantages will accrue both to man and the management.

01ld conceptions of a time method of wage payment must be altered. Other forms
of incentive still based on the worker's self-interests have been substituted for
the old stimulants. Compensation is still on the basis of the relative productive
capacity of the worker; the management knows what constitutes a good day's work.

Greater Employee Satisfaction

From the management's point of view, the chief gain has been in keying up the
whole supervisory organization to provide a uniform flow of materials and parts
through the plant. Greater employee satisfaction will be achieved. One cannot
help feeling, however, that the will of labor in the automobile industry could
not have made itself felt thus strongly in the pre-Roosevelt era. It only goes
to show how influential "collective bargaining" has become under the.NIRA.
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ATTITUDES OF SHORT AND LONG SERVICE EMPLOYEES
BASED UPON DATA OBTAINED IN PFRSOHNEL COUNSELING

Since the second progress report on the experiment in Personnel
Counseling was issued on May 27, 1936, the personnel devoted to this
pro ject has been increased from one to five people. 1In addition to this
increase in personnel, the experiment itself has been extended to the
Station Apparatus Shops. Two people, one man and one woman, are at present
devoting their time to interviewing employees in the Hand Telephone Set
Division of the Station Apparatus Shops. Two people are working in the
Central Office Division and one ip the Piece Part Division of. the Central
0ffice Shops.

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

Number of Employees Interviewed

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

interviewed, This figure does not includo contacts with some Fifty
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supervisors, informal talks with employces at work, or follow-up inter-

- views with the same employee. When the last count was taken, which was
about August 1, there were 572 men employed in the ten sub-departments
from which the men interviewed were selected. Inasmuch as the men in-
terviewed comprise 19% of this total their attitudes should be fairly
representative of this entire group., All of the women interviewcd are

N in one sub-department. While fairly representative of the new employees

in this sub-department the sample is, of course, much too small to be
considered representative of all new women employees., Fifty, or 41% of
the people interviewed have less than one year of service and fifty-six
or 46% have over fifteen years.

Attitudes of New Men Enployees

The attitudes of the new men employees cannot be understood
apart from their background and training. As & group, those interviewed
are fairly young, being in their early twenties. Nearly all of them
ere single and all but & few have had at least two years of high school
education, The majority are high school grsduates, and s few have had
some college work. The impression of the counselors is that they are
well above average in intelligence and ability. 4s a zroup they are
very ambitious, curious as to what is going on about thsm and eager

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

In view of this background it is not surprisinz to find this
group very preoccupied about advancement. Practically everyone inter-
viewed has in effect remarked, "The job I'm on doesn't require any
brains. Anyone could do my job, I certzinly don't want to stay on
that kind of work very long." Statemunts like these indicete that

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

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

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

Wages, for this group; seem to be of secondary importance to
advencement. None of them has voiced & serious compleint about wages.
The complaints which heve been received relate chiefly to differences
in rates of pey for the same kind of work., The following statement

is typical of these complaints: ¥I cen't understand why X is getting
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more money than I am. I have been here a&s long as he has." Opinions
to the effect that they would earn more for the same amount of work
under piece work are also encountered, particularly among those who
have friends or relatives in piece work departments. In connection
with the subject of wages it may be of interest to note that in one
location where a general increase in hourly rates was recently made
few of the men interviewed voluntarily mentioned the subject. When
guestioned they all say they were glad to get it but the investigator's
impression is that they were not much affected by it.

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

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

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

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

advancement, lies back of both these spparently dissimilar phenomena.
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In addition to the fact that the raise was gensral and
therefore undifferentiating, the employees' attitude toward it could
also be understood in light of the fact that these young men are no
longer boys. They are adults and many of them are making plans for
marriage and other responsibilities of adulthood. It is quite likely
that few of them regarded this raise as a very big step toward fulfill-

' ' ing their social and financial prerequisites for an independent adult
lifed-

Attitudes of New Women Employees

Judging from the admittedly inadequate sample of eleven new
women employees interviewed, the situation with them seems to be quite
different from the men's., Like the men, they indicate that the Company
compares favorably with other concerns for which they have worked.
Unlike the men, however, they express little interest in advancement,
Most of them say that their work is feirly interesting and not difficuls,
and they feel that the Company pays very well., DMost of them expressed
surprise and pleasure over the recent raise they received. Others,
when quesiioned, did likewise.,

The average education of the women interviewed is a good deal
lower than that of the men., The majority of them have had no high

4 school training. In their interviews they tend to talk about person-
alities, social events and purely personal problems. Most of their
rroblems are such thet they do not feel like talking about them with
their supervisors. Several of the women have expressed a desire to
know more sbout the Company's Benefit Plans, the Building and Loan

Associstion and the Hawthorne Club Evening School.
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One of the most interesting thiags ebout this group is the fsct
that although not particulerly interested in advancement they seemingly
were much more enthusiastic over their raise than the men were., Perhaps
the reason they were so pleased is to be found in the very fact that
they do not expect much in the form of advancement. Their thoughts and
interests are in the immediate monetary return on the job. Any addi- v
tionel eamount pleases them because of its inmediate value and use. The
men, on the other hand, instead of essessing the raise in terms of
articles to be purchased by it, tend to project it against a huge char?t
of their future and of their idesls, in comparison with which it seems
small and less meaningful,

Attitude of Long Service Employees

Fifty six or approximately 45% of the 122 employees inter-
viewed have 15 or more yeers of service. These employees fall into
tvo distinet groups: Those who were formeriy supervisors and those
who were not, For purposes of clarity the attitudes of these two
groups will be described separsatvely. In presenting this material care
hes been taken to present it essentially as it was received from the
employees., If therefore represents only s statement of employees'
thoughts and feelings., These attitudes are sufficiently general,
however, so that they may be considered typicsl of the groups described.

Bx-Supervisors

Twenty-one of the long servics employees interviewed are ex-
supervisors, Of this number three have mede a satisfactory adjustment
to their presont status, three have made a fair adjustnient and the rect
are guite open in their compleints., Of the group who heve made a

satisfactory or a fair adjustment little need be said as they either
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believe that they will go back to a supervisory position soon or they
believe that they have fared better than most ex-supervisors during
the depression and are therefore satisfied t¢ let well enough alone.
Those who are satisfied to let well enough alone are pecple to whom
an optimistic attitude comes naturally and, while in most cases the
demends made on them at home &re not as strong as among most of the
dissatisfied employees, their general feeling of optimism can be
attributed elmost entirely to their ability to meke fevorable comperi-
sons between themselves and others.

As the attitudes of the dissatisfied éroup of ex-supervisors
are very closely comnected with a series of events which ocecurred duriag
the depression and with what they considered management's policy to be
prior to the depression, it may be well, first of all, to summarize
their interpretation of these events.

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

Prior to the depression, during the yuers while these employees
were supervisors, they observed that many increases in hourly rates were
made which, in their opinion, were not warranted strictly on the basis
of efficiency. They interpret this to mean that the Company, et that

time, recognized other fectors besides sheer efficiency as worthy of
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monetary recognition. Later on, when the depression came and they were

- all demoted, they still saw nothing in management's actions which they

could construe as being incompatible with their original interpretation

of the Company's policies. At that time they were, in many cases,

offered a choice of several high grade jobs, and in some cases they

wvere assigned an hourly rate which, even though outside the rate range

; for their jobs, returned them a wage equal to their old supervisory

rate, To them these actions meant not unly that their service was

being rewarded but also that management felt they deserved special

consideration because they were formerly supervisors.

The first suggestion of a change in policy, they feel, ceome

when they were informed that in justice {0 other employees in the group,

their rates would have to be adjusted to the meximum of the grade.

Following this announcement many rates were so adjusted but, and to

them this is important, not all of them were adjusted nor were the

complete adjustments made at one time. Tl'e fact that =ll of the rates

were not adjusted signified two things to them. Firsit, and most

important, it reflected a confusion between announced policy on the

cne hand and practice on the other. It reflected a departure from

the logic given them for maeking the reductions and they began to doubt

s the sincerity of that logic. Secondly, it ruised doubts in their minds

as to the criteria actually used in deciding who should and who should

nov have his rate reduced. The fact that the total reduction was not

made at one time only served to incresse their doubts and to add to

their uncertainty. For, during the time these piece meal reductions

were being made, they were never at all sure of whet would happen to

them at the next revision pariod.
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The final stage in this process of growing confusion and dis-
illusionment, according to the employees, came when employees whose
rates were still outside the lebor grade were advised that their rates
would heve to be'cut., Among those who were thus affected were some of
the more efficient employees in the group, These people were cut even
though the entire group of their associaﬁes felt that they were doing
their best and looked upon some of them as the most efficient employees

y smong them, In effecting these adjustments some employees were in
effect told, "Your rate is $.06 over the maximum of the grade, but as

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

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

This last sequence of events has affected those employees who,
although they had many apprehensions before, were not vitally affected
until that time. It also tendad to add to the qualms of the other long
service psople., To many of them it meant a reversal of Company policy.
‘ To others, who were really asking more than anything else during this

period of adjustmeé; that the rules of the game be definitely stated
and adhered to, it meant that even though the rules now be definitely
stated and even though they play the game well according to those rules,
they cannot feel sure that the rules won't be switched just when they
are playinz their best, It meant, in short, that both of the pillars
upon which their security was based, efficiency and service, were not

the substential things they once thought them to bve.
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In reflecting upon this situation thesc people concluded by

asking, "Where will it end? What am I working for and what can I do

- about it?" In searching for an answer they took stock of themselves
and fell back on the fact that their work as a supervisor was never
criticized, 4 few of the more aggressive inquired of their supervisors
regarding opportunities for being reinstated as a supervisor, In all
cases the answer was indefinite and in some cases the employee was

i discouraged so that he believed he would never supervise egein. These

people, in talking over the problem with others, crystallized a general
belief that very few ex-supervisors would "go back".

More recently this picture hes changed somewhat and the
counselors note an increasing amount of optimism., This group has
observed that seversl of their number have been reinstated as super-
visors and they notice preparations for more openings in the nesar
future. They also note that no new employees have been promoted to
supervisory jobe, and their supervisors have been able to encourage in
some of them & feeling that they may not have to stay "on the bench"
very long., These activities apparently have had a decided effect upon
them because their attitudes, while still pessimistic, are not nearly
as hopeless as they were before., Two employees interviewed recently
expressed considerable irritation over the fact that the employee repre-

3 gsentatives hsd arranged for them to be interviswed by their superinten-
dent. They seid, "He (their superintendent) will think we*re & bunch
of cry babies, and he’ll think we can't teke it. I didn't want to sce
him.," This would indicsaste a growing fecliny of pride end self-relianca.
Other employess whose dissatisfuction was very obvious a few months ago

are now looking forwerd and "waiting to see what heppens."
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Other Long Service Employees

Of the 35 long service employees interviewed who have hever
wchieved supervisory rank, 12 appeared to have made a satisfactory adjust-
ment while the other 23 were very outspoken in their complaints.

A small percentage of the first group appear to be waiting for
pensions. They do not expect advancement of any sort and are, therefore,

8 content to do enough work "to get by" if they are let alone. They say,
MItm pretty well fixed™ or "I got my kids working now so I haven't much
to worry about." The attitudes of the balance can be described as
identical with the satisfied ex-~supervisors. They feel that they have
been fortunate as compared with others and are, therefore, optimistic
regarding the\future.

The o;@er 2% esmployees thosc who complain openly, seem to have
experienced events similar to those related by the ex-supervisors or they
have spent considerable time talking to those who have because their
stories are alike. In addition, they say that most of the new piece
rates carry with them an expected hourly output that is out of line with
any older rate they know of. On the whole, they find that it is no
longer sufficient to turn out what employees used to consider a day's
work. In some cases they must do twice as much, and &ven when they do

R many of them feel that their carnings are being reduced gradually,

Many of these employses note that their hourly rates are at the
maximum of the grade and that they are working on the highest graded
work in the department. They slso have from 10 to 15 years to work
before they are eligible for a pension, and they have children vwho must
be given an education that is "better than I had." They ask, "What can
I do about it? Who can I see who will give me & chence at something

better?" A few have already asked for transfers to machine deparitments.
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One is taking o tool making course in evening school. Others would like
to do something bubt they are afraid that they may be too old to learn new
work, so rather than risk fallure they do nothing. Their criticisms are
directed at the bogey, the labor grade, and the rate range. They think
that there should be "some allowance for service" and that the "old timer
should not be expected to do as much as the younger employee.m But their

. real complaints can all be grouped as a protest against what appears to
them to be a stagnant situation; that is, one which offers no opportunity
for progress.

Recently the counselors have noticed an increasing amount of
satisfaction on the part of high grade employecs who are not on repetitive
work. MNMost of these people have been numbercd amoung the dissatisfied
because their thinking is still dominated by pessinistic preoccupations.
However, they now appear to be getting more satisfaction from their work,
and are thinking less about “past grievances." In examining the situaticn
in which these people are working for an explanation of their changing
attitude, three factors stand out as significant. First, the activity of
the group has increased sufficiently so that they are now very busy and
have plenty of work ahead. They no longer have much time to think of
themselves. Secondly, a number of new employees have béen hired and they

R are "working with" the older emplovees. This gives the older employees
a feeling of position in the group. ¥inally, the supervisors in these
groups are now so busy that they are giving more and more responsibility
to the older employees. In some cases the oldsr employees assign the work
to the new employees and handle job difficulties for them. They are, 'ir
effect, unofficial supervisors. The new employees look up to them and
respect them and the longer service people seem to get a great deal of

personal satisfaction from being recognized in this way.
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Summary

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

1, The new employees are for the time being fairly well satis-

' fied. They are glad to be working for the Company and fecel
s that the Company compares favorably with any other they have
worked for. Their chief preoccupation is with advancement.
This preoccupation seems to be so strong chiefly because
they are a very capable group of people and have reached the
age where they are ready to assume family responsibilities.

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

2.1 PFor the supervisors and personnel people it implies
greater attention and effort to problems of placement,
training, and vocational adjustment.

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

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

? 3. The long service employees, while their morale scems to be
improving, are still very pessimistic.

4. In considering the events which have bred thcse unfavorable

attitudes and what might be done to improve them there are,
again, a number of implications.
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4,1 TFirst of all there is implied a problem of rehabili-
tation. By this is meant something more than what
is being done at present to restore morale by rate
revigions and promotions. The big problem is that of
restoring this group's confidence in themselves and
in management. Their confidence in the rules of the
game has broken down and must be restored., This re-
quires the cooperation of the supervisors, the per-
sonnel counselors, and management. Perhaps if more
weight were given to the employees'! feelings, interests
and sentiments in forming and administering policies,
and if this were coupled with what might be termed a
more fact-facing and long time point of view on the
pert of mansgement, much desirable progress could be

» made along these lines.

4,2 Perhups less stress on observing the formal, logical
principles of organization would help to create for
our old timers a satisfactory position in work groups.
By this is meant the practice of treating these people
as unofficial supervisors or making unofficial in-
structors of them.

4.3 Continuing the practice of giving this group first
consideration in selecting supervisors and candidates
for the more desirable jobs.

5. In view of the external labor situation, more attention
should be given to the problems of personnel now than ever
before, Judging from the interviews taken and other in-
formal contacts with employees, there is nothing in this
area to be disturbed asbout at present. The long service
group, while somewhat disgruntled, are well integrated
members of the Company's social organization. They still
have confidence in the Company which means that they feel
quite free to voice their precccupations and troubles. The
fact that they d¢ so, in turn, means that management is more
likely to knovw at any one time what frame of mind these
people are in. The nevw employees, hovever, are not yet
integrated members of the Compeny organization. They have
not been here long enough to have built up the same rela-
tionships with their superviscrs that the older people have,

4 This meeans that they are much more reluctant to approach

their supervisors about matters which affect them personally.
For this reason the supervisors should, perhaps, make a
constant effort to keep in friendly touch with them. It also
means that although they display none of the pessimism of the
older employees, they may constitute a much more fertile
ground for the development of labor troubles.
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fepued in otnnectlon wish the sxperiment af personnel oounesiling,
1 facl Shix repord will be of interent %o you ss i% deals with the
stiituder of our short snad lomg servigs smploveas ond eutlines soms
ol the probless thet nesd Lo be sdusidezed in deeling with thas,
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M, T, B, SIOVENCDH, doupiroller of Meeafssiace
Py Tork

I wa obisthing, for your Inforwstion, 2ivs copisa of
vyt on Yhe abiivudss of our abork s leig servivs saployvess,
This pegrd 46 based upon duke obkelwed in $he experimens in pers
sonnal counseling sod susiings scme of She probless ¥o e conwidersd
in deling with Vhess o gioupe of saployses, 1 Shough® you wonld
ke Dakerwaind in following $he sk batng duns in amnestion wikh
idn axperieen® and aled migad wamk %o sbow the repurt o s of
she Luntereskeld people % Bresdwwy,
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I em atteching, for your fatormativn, a iy of & repord
on the atditudexn of our abort and long servics smployeos, The roe
port Lo based wpon interview date obtained ln conmestion vith thoe
persopnel counssling experimant and outlines some o¢f the proYlems
wnieh nsed to bo considersd in formulating plans Lor desling with
thess two groupe, T wight add that the sxperinant veferred o eus
oatlined and our savlier rrocrass with 1t wos 2Maocumesd in two
pravious reports which were sent to you on Jaos 3, 1830,
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Geptacibey 1, 1036

I s aitashing, for your informmtion, & Py of a raport
on tho atiitudes of ouwr abtisrt and long servive m:pi.wég Tha e~
port is basod uyon interview date obisined in comoeiion »ith the
parsonnel counseling experiment amd outlines some of the probloms
whigh nesd to be sonsidered in Fvrmalsting plans for dealing with
those two ?mﬁm I might «8d thet the sapexinent reforred o was
sutlined and our exrlier progvess with 4% waz dissusped in twoe
pravious reports which wers sent %G you on Tuse 3, 1938,
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I wm attaching, for your informntion, & sopy of o rapork
on the stiituden of our short and long servise anployeans 7he ya-
Port 1s based upon interview dats obiained In oconnection with the
peracnisl cownseling sxperiment and outlinss ame of the probleme
which nasd o be donsidered in formalating plans for desmling with
theme two groupss I miphi add thet the sxpariment referved {0 was
putiined smd our earlier progress with 1% was discuemed in fwo
pravious reporis shich were mﬂ; to you on Juns 3, 1988,
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0CT1 1936

game P sce the gquesiion cume up ng 56 whothar rast nopw
iode should bo eitended more widely in the shop and 1f so t0 whnt
Aepertrants,  In view 0f the exporionce some of the people in the
Industriel Polotlons Brensh had hmd with thig problenm the ontipe
gnsm;zim was roforred ve the [ndusirial Heseareh Dovertment for dioe
rick it

in eonsldering this mattsr, oo couresns of nelion wers
indlonted: pomeone Lfrom bhis Brench eould Bo assfpmed the duty of
moking the necessary job eurveys, or » pororandus coverin: the ouhe
Jeut esuld be weitten ne g guide for dthe warfous Peaulite Bivisions
in the expoctation thot they would toke tho necessazy eotiomn for
tholr xespective brandhas,

In many ways the Tirst course seemed the more deslrable
one.  among othey things 1t would insure centralirzed responsidility
and uniformity of sdministrstion. The aiffienliy, however, can
thot we had no ons to whom this work could bo delupoted »ithout
saerificing other nativities upon which the nwlifled poople hinve
besn working. e have postponed acting wpon the preblom in tho
hope thot we could see it W fras aomeone from other work. o
far this has not hsen possible = rather than poptpone ihe matter
longor we have chosen %Ythe second gourse,

‘he atiached reporid, thorefore, hog been prepored for
the inforcubion of the Results Divigions in Lho expsotation thni
ey will tako over the jobh of outlining and executisy s definite
reat pariod prpran for thelr branches: This report sumvarizes
our views with raspect to the Tunction, installsntion and cdminige
tration of reat periods. I this plan reota with your approval we
ahall ot in touch x1th the Resulis Divisione znd cooperate with
them in working out = suiltubles course of netion.

ORIGINAL SIGNED BY
G. S. RUTHERFORD
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HEST PERICDS ¥OR SHOP DEPARMMENTS

At various tiues in the pust few years requasts for the
installstion of rest pericds or for informetion sbout them have
come up in joint committes mestings and in mipervisory conferencas,
In mome of thess cases rest periods have bheen instituted whils in
others, due to uncertainty as to thw kinds of work for which rest
poriods are sulted or wmcertainty ss o ths pressnt status of the
Conmpany's axpsrimental work along thess lines, thess regussta have
been met by promises of furiher study or investigation. Hecause
of this sitvation sad in view of the Indusirial Research Depart-
went’s previous expsriencss in the development and instslletion
of rest periods, this subject has bew rsferred to this depart-
sent for disposal.

Two ways of hendling this problem suggest themselves.

The firat is that someone in ithis organization who is familiar
with {he subject be given the responsibility of aurveying ithe war-
jous departments in the Plent, dstermining which onea should bawe
rest periods and then seeing that they are instituted and sdminias-
$ered properiy. This method, although it would tend t© aswsurs
wmiformity of practics, would nessasarily be time conmuming sad
laborious, The second method suggestsd 1s that a fairly compre~
hensive Teport or the subject he preparad for the use of the line
organizstions. This plan anticipates that the opsrating organiza-
ticos will themselves take the inftiative in inastituting and ad-
ministering rest periods. In view of the pressnt situmtion this
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course soems tho mors advisable of the twoe and the following diw
éost of the subjaoct hasz been preperad for use in thatormnestion,
The Funotions of zzent,l?armds

In order to adninister rest psriods effeotively 1% 1in
fuportant to understand the funstiona which they ars supposesd to
fulfili. The following points, whils not exbaustive, indlosts
the major values in sutlwrized rests as determined by deiailled
investigations here at ¥awthorne and by innumerabls other studies
conductsd both 4n this country end abroad.

1, Rest pericds ssrve to diminisgh snd In some cases to
alirdnate foelings of boredom or monokeny frogquently
axperienced on simple, highly repatitive Joha,

“hils it 4s true that ne Job can be ssid to be mon-
otonous, inammeh as monolony is primarily s state
of nind and i experienced in werylng degrass by
oparators doing the same kiand of work, naverthsalsms
1%t is experiencsd by a sufficlentiy large nvinber of
employess ‘o eonstituts an important problem and one
worthy of ssricus sttention, Ucnotony in work ususlly
mesns that there is » narked diserepancy beiwsen the
smount of sttention a yperson is capsble of giving to
his work snd the swount hias work demsnde, Under such
conditions the employes 18 Tres, during the greatsr
part of his working day, Yo intulge in daydresming
or dispsraed thinking. Zxmeting studies by okilled
inveatigators ahow that thess day dreems 3and to ba~
gome Peasimistie, The individual fends to dweil upon
hia parsonal problems or work grisvanass with the
result thet they arow cut of sll proporiion to their
real imporisnoe and result in lowsred morale and of-
Ticieney. By the introduction of rest periods sush
chains of reflseiion are broken, the individual is
brought bagk %o reality and, 4f he mingles with his
so=-workers, his attention is direated toward them
ad mwey from himself. This ia ons of the ¢hier
reasons why discipline should be relaxed and why the
individusl should he encouraged to talk or partici-
puts in group sotivities during the rest period,

Ze Reat periods serve to diminiah feelings of fatigue
resulting from the parformanse 0f heavy muscular
wo:k or work whiesh requires a fairly fixed musoulsay
ML,
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Terhups no unuwan probdlem hos réceived mere ubtenm
tion from investigators in industry thoan that of
fatizue., In genersl, these investiqations have
snown that fatigue In any wirple sonse dowvs od
exlst, ‘The temm hus bean used to cover o varisty
of erganie nnd mental conditions which diffsr
markedly as to origia,  hatever the osuse of
faticus, howaver, the fact ropsine ha bt muny workoers
An ot tired nnd suwoh fecllinge of Liredness are
Sinluished by rest porlods., mwing che rest pors
ied Uhe operator Bas a4 chance o recuperste nad
raturne ¥ his work with renewed vigors e Is
usully able to mako up for the tims tuken out foy
the rost pepiod withowd consolously extendin: hiwe
gelfs ‘

3. deat periods give employoes workin: under unusucl ' 3
conditiona an opportunity to racupsratse. )

Jmployong cubjeet o donditlons fnvolving execvanive
heat, noino, Tumps, eyestrein, ele., find thud rest
pariods have o recuparstive and siimulating affect
on sutpnb snd officlensy.

4, Hest poriods tend to orgenize the time whleh many
enployess “steal” from thelr work in ubsuthorized
resty and thus serve (o solva one of the smuper-
visorts Alsciplinery problems,

“hare reste nrs not muthorized nany smployess whe
foel ths nesd of s rest manage o anselk o Tew mine
ubes {rom the jobs Thie Ia frequently dons under
the puise of gatting o drink or gelnz to thn toilst.
ine invastigator found that the time thus iaken
was wqual to and in sons csxes excesded the smount
of time which would hawe besn vequired by road ber-
iods, ‘hen roat periods were Introduted most of
these undirected and internidtent intuerruptions in
work routines wers voluntaril; stoppad. The e~
ployees wers plessed becgsuse they no longer had to
tnke their rests under the cuise of doimg momething
clse and the supervisors weres no longer bothared by
the problsm of smploysex going 1o tho washrooms.

Se Reat poriods tend to creats n betier atiitude toward

the job, to foster friendship arong the damployes hody
ani to strengthen the employee~employer relntionship,
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The atudies conducked on rest periods hors =% Lnye
thorns showed thet ong of the chist funotions of
rest psriods was Po intenysis the anployees in tho
Company organizotion., Juring the »ent pericd tho
smployecs haye mugh more opprortuniiy o meet one
nuother nnd e hacome menbsrs of a gonial proup.
In sddition, they Interpreted ront periods us nn
expraaslon of nanegementts interest in thew as
homan beilzs. The resullisg good will reflected
en loprovensnt in the employees' attitude towam?
the Jsmpsany.

}zz;;pjl,ayga adfitudo townrd Hemt Periods

sxperiments with various types of rest poriods in the
Raley Assenbly Test Room proved that they wers desirable, fron
the standpoint of both munmagesont snd the enployess. DBocnubs po
many variables infivenced Lluctustions in outpad 1% wos AiIPionld
0 messure sccurataly the offact of rest periods on iadividuol ox
group perforpance.  Fowever, it vas deliniiely concliuded thoi out~
vut 4id hot sufier ns A resdt of thews scheduled intormuntions
in work roubines; if responelible for any changs, osudpat woo gtimge
late? even though approximately four and one~half eor cent of %hs
wrk tine vos taken out.

Tha test room epersiors' conments indlestod thot thay
ware snabled 10 vorx with lesas affort followin: the rest poricds.
They further stated thet they foll no reod for prosslus or specd-
ixy up to compensate for btime out, They enjoyed the frecdon sand
the opporfunity to relax and leave tholy bonsh posd tions fora
Tew romente. Durinz the morninz period they ordimsvily spent
part of the free time eating light lunches.

when rest periods were iutroduced in wvarious vheop do~
varinents ¢ sinilar resotion was observed, %3 firet some of the
snployses resiated resi paricde becuume they fonrsd thnt thelr
sarnings would suffer. as they hecare secusbomed o the plan snd
Tound that they wers eble to koep up their nwarsge deily oniput
without increzsed expenditurs of sffort their objections coon
disappesred. sn annlysis of intervisws isken in departments having
rast periods showa that the plan was favorably received by n lurge
e jority of the smployesas. Thelr reaction wms much the same as
that sxpreassi by the %tesi room operatora. 7They secied {o fesl
thet nenagemant had Sntroduoced reat periods out of considerstion
for their welfars. 7the Time wes szpent in playins enrdm, convers-
ing with fellow workers, ssting light lunches, otc.
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Unfnvorable eriticisn wag loreely Jdireetsd townri ndrinis-
tration of the plun yathor than the plan iteelf, .aployees ctatod
thnt In some departrents supsrvisors interprated the funetions of
rasl paricds as n method of organizing peresnsl tinw. ‘They wore
dlsecouraged from leavipg their positions o ony other $Izes In
othor locationa, rest periods wore not compulsory and cousequontly
some employess continued to work, thum disturbing those who t@?ﬁ:‘
usins thi perisds for recrsation.

insteliatlon of f?z&es_t }’azicda

The Firat problen in instelling rost poriods lo that of
determining which jobs should heve them. ‘this provlen is msde
difficult hecnuse the eriteris for meking such declsions sre not
clear., In viow of the pany runciions whioch rest pericds may per-
Porm 1% la cleny that Sype of oork alone ls pot nn ndequots guide
beaganse they moy be beneficinl sven thowsh there in no evidenes
of fatigtm or proncunced boredom,

In penarsl 1% mey be said that reat periods ghould be
soriously considored on sll types of work wxcept that wshich pro-
¥ides a zood deal of fresdon of movemsnt or varlety, It iz quite
likely, for example, that rest periods are no® neoded by truckers
who et around the plant a pood desl and hove occesion o stop while
walding for elevators. In surveying joba perheps Tirat atiention
should ba given 10 2 wups vho have alrsady expresced s necd o
desire ror rest periods. Following this 1t night be well o exe
aine beneh: work and those sltuntions in whieh unusual conditions
such v« hast, Tumes or eyestrain exist.

n eriterdon for introduecins rect periods susnn proups

_ enployed on automntie machines is the degree fo which utfention
must be Iixed on the machizes. I introduced ab propor intor-
vala vest periods would snable thoas employvess to ¢oncentrnte
hetter on tholr work, However, the time Involved in starting and
atopping machinas offers n problem which needs 1o be eonsidersd.
In the paret, s partial solution was to have employess stogger
their rest pericds, each tuking charge of two machinss., I not
too expensive, of courss, it manld be betler to stop the nachines,
This wuld provide relief from nolse and sllow eyveryone to rest
without having to make up for it later. It bas slazo been pointed
out thai soms weohlines funeiion more effectively it the oil ham 2
chance to cool.

On ¢onveyor jobs it can bs antleipeted timt roat por-
1ods will tend %o organize time taken for perssncl needs. This

UNIVERSITY OF WISCONSIN - MILWAUKEE



8

) iz gontrary to one of the fanlmmental objisctives of the plen, 1o~
smmich a8 amployean should ba fras to lesave their work when nsoe
sxsary, It Lx true, howsvar, that employess «u conveyor jobs oan-
not be spered st irremilsr interwvals throughout the day unlems o
adsquate number of utility operatoras are available.

Arother guestion reguiring careful suslysix is whether

rast pariods should be instelled by deparimenta or Wilding loow-

 tions. The lstter seems more sdvisable in order to slninate aw
mueh aotivity as posaible during the periods sst aside for rest,
Thig policy wes followed in the pmat and it also served tu elim=
ionte charges of disorimination hetween groupe employed in the
sane building locmtion., At pressnt, inspsobtlon and shop clexiasl
halp ars Included with the oparoting depsviments. It tho ontirs
location were to he considered all maintonance men, truckers and
Produebion tracere should be ineludsd, oven ihough thelr dulles
mey permit freadom of movement and mimerous breaks in daily rou-
tines,

In fzxetailing rest periods the followlng vhysicsl probe
lams wust ba investigated:

1. Tashroon i‘aqilﬁiu

To aveid sosgestion, washrooms should be invesilzaied
to dotermine thelr capmelty. “here wasbrooms are ase
sicned 4o mors than one department it 1z sdvisabls o
xtegger the rast period aschedule, In many depariments
fomals amployess spend nost of the alotted {ime in the
washroome, Care should be taken to route amployees o
wazhrooms adjasent to thelr own depardnents in ordsr
oot to dlsturb other groupea

The General Dervicas Division should be potifled when new groups ore
placed on rest periods s that the washrooms jny bs kept in crder,..

8. Iower service
In oxrder to aliow for power flustustion the Power
Sarvice Depariment should be notiried whern mw
groups ard assigned rest perioda,

3e iowt period aisnsls

In tho pust, eash departmant or locakion aeleated
a nonitor from the group 40 blow a whistle as &
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siganl for the starting snd stopping of rest
periods. A warning whistle was alse blows to
meks certain that ull employsoes ware at their
poeitions whan the parisds ended, Thism are
rangenent hus apparestly been satlsfeotory.

4e Smoking

On ssveral otcasions in the past the gquestion
of whether or not enployess should be pornitted
to mmoke during rest pericds has arisen. 4n
arrvengsment might ba made for enployses to use
adjacent Wwidges foy $his purpose 1f 1t would
net causs too mach confusion.

Soheduiing of Rest Fsriode

Erperimaents conduoted in the test rooms and in s few dé
parinents led o the conelusion that regt periods shonld be achedw
ulad close to the middle of the morning and sftarnoon work periocds.
Kot of the rest periods were asheduled betwees §:15 a.m. and 10300
Q.00 , and 2:15 peme and 5:00 pem. How thet ehop hours have bésn
changed thess timmg ahould bs wdvanaeed,

The length of the rest pariods was deternined on the basis
of btest room investigation, A fiftesn ninute pericd in the moruing
and ten minute period 1x the afierncon was decided upon as the rost
beneticial arrangesment, Obviously, shorter periods could not ful-
£11l the chier funstions of rest pericds and longer stops nmight
affeat the average daily ouiput: The longer period was scheduled
for moraing Yssause IV gave smployess who had eaten insufficiant
breaklast an opportunity to eat at that time. Iater, esome depart-
ments reverssd the order iv satisly ithe demands of the smployees.
In isolated omses where oonditions wers unusual, shorter and more
freguent pariods were inatalled,

Adminiatration of Rest Feriods

The suscess of rest pericds depsnds Largsly upon the ade
ministration of them, a point which eamot be too strongly emphe-
sized, Cooperation between supervisors and employses 1s essential
and this can be resshsd only through a clear understanding of ‘the
fumtion of rest periods, To acgusint sveryone involved with the
development, objestives and s definite plan for introdusing them,
conferences with the supsrvisors, at lsast, offersz the rost ex-
pedient plen for avolding misinterpretation of the procran,
Irinted instructions might alasc bs helpful,
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The following points deserve spscial eomphasis:

1. Host psriods are not a substitute for personsl
time, Ko employee should be compelled o resmin
at kis bendh until the rest psriod.

2, Imployses should be sllowsd complete fresiu to
anpgags in any activity permitted in sach dopartw
ment Suring the noon hour,

%. Rest periods must be ocmpulsory when installed in
g department in order to keep sll workers on the
sane Tooting,

4, Bupervisors shouid be warned mnot $o urge spploywes
to spead up output in order to noke up for rest
pariod Timw. ‘

He OGriticism of the plan by eployess should bs oare-
fully noted aid never disocouraged. Complainis may
be JuatiTisd Lo cerisin sArsass.

£
»

ﬁeamaﬁaa_tian

In view of the foregoing information, which ia in itmselfl
s definite redomamndation tor expansion of the rest pericd program
to thoes smployed on the types of work deseribad under "Installstion
of Hest Feriods®, 1t is muggested thet full authority for installa«
t;;a:; and administration of rest pericds be delogated to the HResulis
Bivisions,

The facilities of the Indusirial Researsh Department will
sontimie to be smvailabls whan advice is nesoded on groups requiring
spediasl conglideration.

Sepismber %6, 1956
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Oesoher 17, 1954

¥Fe O CARDPINITEH, Cevsrel Pervssuml Dapirimest
Hew York

~ Paferring Yo your Ietsesr of (etober 5 sad telegrsn of
the 15bh, I do not think theys le sush, 42 soytbine, % pess
slong §0 Kr. Viteles condernsing revacs dewvelopmaxts in the
ssluotion of pifiie woriere.

211 applissnts Tor affiee posiiione et Hawiborpe sre,
B you know, Irterviswed beth by our employmeut peaple snd by
th 1ins supeivisors Tor whose Jobs Shey sxe Weing sousldeyed,

GSowanllad Aitelligense o meninl wlersmss etz are
slec vsed in the enleation of the wnjforivy of wur off fon workers.
In past yesre various tests, notadly the Alpke, davs Yeen S ried
cuk snd At pressnt we are welsng shs Otis ke Tor 21l of sur
slerionl workers sad rey squipsent explusrs and dmliswen.

For Peyroll and sost slevis w have Kisd snpleysd & simple
sritheotic tesd.

Sore prelisinery sxpirinental work has dees done with
spealtl deute for dmfhamon snd Tor developeent eopineere bub
Thare wye no Pindingw whish we aye resdy as yad §6 raport for
Shene Eroupi«

Profiaisnoy tesle e veed in the selsaticn of Sokpinwier
operaiers, ¥ypists, «ud stenogreaphers. ¥or sll of these tar
sal-utlive siaadurin are bessd upot studies of the Teinxtion Lo
hweli test performanes S0 sUB0ses . Whe joh,

Tead sscres shiel sye axpresssd in serss of the probus.
muﬁy that wn fndividunl will be a0 wverege or xboYe Bverwrs
smployes Ars nol% wesd in xp srhitrayy way, They sre sfxply one
aof the several CTeetors sush i sduestion, sxperispos, ot caters,
xhidh sre Taken inte ssscunt (n mking sur sslsetion.,

There hes baey no weent shbkngss in the applisssion
blenk, nor {n sapliyremni interviewing prosedures, snd sside from
& fow revisions in the debsiled standsrds for ecmpicmster opsrators,
fypiste, end stenogrephers, thers have besn no shaopes in teastine
prosedures which seuld be Tefsrred to az sipnifisant dewelopmenta,
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Paghe s e oly racent development whieh xight e efited
£x bawine & hesring oo ssloesicn of office workeys woold bs the
prelivinary stsps which haws Boen Seken by the Laber Oweling
people i the diveeiion of selting up Jsbor poxlen for & susber
of the lowsz xated wffiss ofdupeiicns »a, Tor BXMBRPLE, MARRNIEYE,
affics beys, wall sed rils olerks, duplicaking sesbine aperators,
#t ustera. Sor defeils of thie progpis 1% »ould predeps be bans
o refer 1o 5re He T« Dappex 0% Droadwey vho, e undesieisnd, ag
teen paking this sludy under Hr. Dobertsonts supervieion.

In kis book, imwir&a& Payobolopy, poblisbed by W, #.
Horton & Conpesy, Ing., in 1982, Lr. viseles in his ohapber desling
with i’neigm in industyy wﬂxﬂ& $o sk RF the findines on this
cuention whioh ense oub o our test roos sxparicesis. s wers not
juprassed wi€h His ettt itude spd interpratetisy of dur work. Ewe,
for iustanee, hix coxeekie 5 Pepe ATS.  IE mky be that Shave o
some padent dewlopmonts soplyize to office geloedion, such ne the
Inboy gratinr wtudy, shial you will want S0 paes OF ¢ ¥v. Viteles
bt 8o Zer s Hawbhorme®s sxperisnes is esposrned we would not Se
pordisulerly hean shout heving dre Titeles interpeet ox  present

SRIGHYAL SIGNED BY
G. S. RUTHERFORD
Superintendent of Industivisl Eelstions
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AR e 0o BEEREH, 19% Dxoudemy, Wew York
TATerring %o your el ephoie ACRTErNGYiGN Wnsuraing saployss atitndes
Apenrd sewsoare inelwking sollege grwdwaiek . aw havie Rired 184 |
oailegh gradunten in sll Zapartee te ot Hewbloros sinos w bego o
Inorenes yur Tovee, OF these oxly 18 wers plwed In skiop dejnrbieate
ar n offiee lowstlons sare cwpleysss with thiw amoust of formal
vt fon e Bo% weneiiy Atred. D ik akoy deperiemts end Gffiok
Toonkions e posssnes of college gresdiusies Ix Likely 40 Ye
intarpreted ik & thirent 1o provent aeployees aiihough Toresl efvcation
mh 45 aollepgs gyndueia, Righk »aheol gealunie, wkslars® dsgree,
W oawkera is saldom stated sa priww pepuiskie oy swployeni. .o 40
qu suire oy paaple gob thely efucetion wid sbility io psciorw « Job
a8 long as Lhey beve St This XInd of Sueet ok suse L9 Lhe warloce
as an Infermnl 4lsvselan 1a ke Hawiherrs orks Joint Comiiies
meatings of Dessmber 19, X, ssd B3, 19%. o seesvandue record
e ke zw' awbare of hae soust then axly. 4 copy was sdnik to
ey Hoslewd by i, enpvall st Bpiary 18, 1996, I you will refer
3¢ (kis loktar you wlXl fisd Lhe quentise sovared in ith Moo L T
Wit disnwssion se restydal wes svideatly siifisient, SOURARPNIR.
WplepunengRNeMENINE . ke sixe of ikis probiem 1Y any is sbyiowsly
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A%dted within the Tigures sheve noled. Non-o0llege Bewcomrs sps

govarally weloaoed siiher Besnuss their presmcs tands 3o rolse sarnings

88 Shay work fntc (e grows oF beownss thely pressise fende $0 taprove
ke standing and prwetige 9 the oldsr seployms X SNs grom. She
Twat dha our plasimst srgealsetion reooguises the situstion shove
SALINE belps sesre Yhek fevars devidspseats okl B8 favorside.

B Sie BIMHLBRONG
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R, Wa Le SOHELETSON, soststent Cheineer of DNumafoodurs

e York

Fereral of us hays resd the abbtached proposdd thet o train-
ing program in potlion sgonomy be adopted et the thros major sorks,
ad Iose returning Lt $0 you with my epproved.

We {sel that such a progrem would ba helpful, pariisulorly
%0 those people who sre engeged in sstting plese rabes and in
trainfng new employsss, However, sooe questions have been roirsd
an Lo what benelits ney be expested from 1t from the atendpoint
of improving the officiency of thowe employess whe have geguired
mapusl profiisiensy on thely jJobs, .ou you know, regssveh work in
the general flald of amployse motivation hoe boan garrisd on here
st Hawihome for soms: $iwe, .48 & repuld of thet work, o few ldens
have boaen formed regarding employass stffogtiveness which I Teal oy
be of interest to you and o shose who will bo engased in carrying
out the suggeatesd ootion ssenomy proxram, I anm thersfore listing
u Tew of them for your eomaideration,

First of all, this work has supplied litile evidence to
mupport the beliaf that there ix one heat way of doing s job for
Wl smployees, Presumesbly some sueh sssumption underlies muoeh of
the work in the fleld of wotion economy, Go far as tha pesople
connested with this ressarch have been tble to determine, the work
hebite required of sa smployes should be sufficiently Llexible o
allow for Individusl varistions in suoh things as rhythm and msnip-
nletive cotivities posuliar to his skeletal snd musculsr sirusture,

Zegondly, & good dewl of svidence hae besn sdduced which
suggests that $he ceiling of upper limits to osmployse officlencies
prevailing in the shops srs not defemined by physlolosiesal Toctors,
In othsr words, this evidencs mugzesin thoi saployse sfficiency osn
be sppraciably inoreassd oven though mothing is done In the way of
helping: him to elter his work pettern, ‘he important protloen,
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bpsught ontd by Shess etuilise, s that of gotivation. - he problen
is that of getiing at those soslsl wnd poychologiewl festors which
frhibit the smployes Drom working eny fsster than he doss, I is
folt that unless thip esn be done, training in motion egonowy or
the further sisborabtion of principles of scientifia mensgement muy
net asocmplish o zrast deal in the way of improved performencs,

An saployes gan be shown how to 4o his job faster but thet doos not
maan $hat he wili 8o 1% fasterx.

Thirdly, 1% 42 felt thet there Ls a dengor thet the prinsipios
of swiion ogonemy whish the supervisers learn from theso aouseas mey
gone down i the smployss in the forw of pressures, By this is msant
that s supeyvisor sitending one of these courses may pet the idea
that it ix hiz job to see thut all emplopses alier their work hebits
to gorrampond with scoe spealfied pattern, I¥ he stlempis fo alter
the work Xsbitx of smployess who Tael that they ¢onld do more work
with thelyr present teshnlques, the esmployses swy interpret his sotions
as & form of susreion. !Heay of the smployosz who Nave been studfad
have lmplied thet they sould inorssme their oubpub considerably if
they veslly felt frew ¢ work, In view of this fsok they mey regard
whaterar the supsrylsor has to ssy chout motlon sconomy ax being
nopowhat superfioisl amd beaide the poing,

I thought 1 should aall {$hepe Ideas to your attention so
that you osn sse how soms of the pesople hore av Hawbhorne ave thinke
ing sbout problems of saployee stflestivensas, This le not inkended
as 2 arlilsiem of the training program suggested, e feel surs 1%
would be of valus to mury peeple here st Hewtharne, The sbove poinks
ars olfersd ax mggostive of the limitations %0 what nighi be ezg&fazea
from & prograg of shis nature, o

%\c’\\%
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Viae Fresidemi
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