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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 will be set up outside the present super

visory hierarchy and therefore will probably represent upper 

management to the employees; and second, his background, that is, 

his training and his personal attitude toward the job will introduce 

a new approach 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 nature will be dissipated through the understanding 

that developes in several interviews but others,which are indicative 

of. fundamental disturbances will present problems as the employees 
s 

will probably expect some sort of action. 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 

facts, he will either have to secure action indirectly by sug

gesting a remedy to the line organization 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 "Personnel Man" will become aware of disturbing elements 

before a crisis occurs which will cause employees to demand immediate 

action and therefore the needed change will be made on what appears 

to 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 is important 

that nothing happen which will embarrass them in any way. lor 

this reason it may occasionally be necessary for some personal 

information to be withheld until it can be presented as a general 

problem. These problems and the "Personnel Man *s" judgment will 

be discussed in conference with the "Personnel Man's" supervisor 

as it is important that the decision be the result of an 

intelligent understanding of the various factors involved and 

not the result of the "Personnel Man" being emotionally in

volved or as one taking sides in a controversy. 

ACM-6086-LT 
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1. Some i f ill be picked ttm hourly rated shop employees 
2. Would aeet regularly with line organization supervisors to disease employoe problems and inform sup errisors of general situation 
3. Get line on supervisory prospects 
4. Would help correct many eituatioas directly with line supervisors 

5. Could handle personnel problems that cannot now be handled 
6. Befer employees to other specialists when necessary 

Would sense the real situation in his group Illustrations; Wood Shop and iron Working Department 

9. ( Distinguish between personal and group probleroa 
10• I Hie contact with line supervisors and assistance at supervisory 

! conferences would constitute the supervisory training program as 
i related to human relations 
t 
i 

11. Would assist employee representative in doing his job 
18,: Would tend to discourage employee representatives from promoting 

wild ideas originated by hi* 
13, Would assist supervisor in per?aiming his duties 
14, Would put enormous emphasis on human relations* part of super* 

vieore* Job 
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HEQAB&XNS- REST ?AtJ3B3 Mm FBQM R BKUT Of BOOK  

Heat Pauses 

Tea question can be raised: If fatigue is not a primry factor 

limiting output in most repetitive or semi-repetitive tasks, nor can 

the beneficial effect© of rest pauses found by raany investigators 

and substantiated by the results of the Belay iases&ly Test Room be 

explained? As long as rest pauses are conceited as having only 

physical effects* it is, of course, difficult to explain these bene

ficial effects other than in terns of reduction of fatigue. But 

onoe i t be granted that the worker*s environment is filled ^ith 

soeial significance, i t beeoiass necessary to understand these ef

fects in terzaa of the social function of rest pauses, ffrom this 

point of view, it can be seen that the introduction of rest periods 

in the shop reflects in most instances an interest on the part of 

management in the health and well-being of its workers. Moreover* 

reat pauses allow the workers to get together and to converse. 

They become respites from the constraint of a too confining; tech

nical organization, for the time being at least, the logic of 

efficiency is hsld in abeyance and the workers are allowed to act 

as nojttsl social -*eiage without fear of discipline, Unlike many 

of the changes introduced by Management to improve efficiency, 

rest pauses take into account the worker1 a sentiments. It was to 

this total situation that the workers reacted favorably. 
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In this interpretation, it is the meaning of the rest pauses, 

and not the rest pauses in themselves, which is important, Their 

meaning is largely determined by the social setting in which they 

occur. If the worker thinks that rest pauses have been introduced 

as a disguised form of "speeding up* work, as he is very likely to 

think at first, he will meet the innovation with suspicion and 

hostility. If, on the other hand, he is convinced that they are 

expressing a real and sincere interest of management in his well-being 

and health, and the total social situation reinforced this conviction, 

he will respond to this situation with a greater interest in his task, 

This was the experience in the Relay Assembly Test Room. At first 

the workers were suspiciou3 of the different changes introduced. 

These suspicions were expressed in different ways* Could they make 

up for the time lost? If they did earn more money, would they 

receive it? Were the changes being made in order to increase output? 

As soon as their suspicions were allayed, nowever, no more loyal 

and cooperative group of workers could be found* 
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APR 14 1936 

I am attaching an outline of our thinking and suggestions 

with reference to dealing with the human problems incident to the 

change to the Product Type Organization, These are only general 

comments based on our prediction of what kind of problems we can 

expect. It may be that as we get farther along in the new organi

zation, you will meet problems of a different nature which, never

theless, fall in the human relations field. I should like to take 

this opportunity of offering you, whenever such problems occur, the 

services of some of the people in my organization who have had 

considerable training and experience in the field of sociology. 

It might be that through investigation and study of these problems, 

many difficulties can be avoided. 

Memorandum to: 
Works Superintendents 

Copy to Messrs: 
0. L. Bice - 0001 

A. Landry - 1000 
G. A. Pennock - 2000 
J. L I . Stahr - 3000 
R. A. Price - 7500 

HAW-SSW/E 
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SUGGESTIONS FOR DEALING WITH THB INDIVIDUAL 
USD GROUP PROBLEMS INOIDBHT TO THE OHA3SGS 

TO PRODUCT SBPP TYPE OF ORGANIZATION 

lo Nature of the Problem 
lol fov purposes of our thinking we may describe the problems 

as of two kinds: (a) Technical - those concerned with the ac
tual work arrangements and (b) Social ~ those concerned with 
the human aspects of the changeŝ  In this Instance we ay© 
primarily concerned with the latter or human problems0 

lo8 The major human problem will undoubtedly manifest itself 
as an increase in apprehension among individuals - uncertain
ty » wonder and worry about how the change will affect them 
personally,. At first glance this might be thought of as 
simply due to the actual uncertainty in the situation^ but 
there is a more fundamental cause which must be considered? 
Brieflyp it can be stated as follows; 

(a) Individuals function in groupa by building up a net
work of routine relationships whioh0 after a timec, are 
taken for granted and become a traditional part of the 
group's thinkingo They control the behavior of the 
individuals In the group and form the sentiments neces
sary for the group to accomplish its economic purpoaeo 

(b) When anything threatens these relationshipsp built 
up over a period of time0 the attitude of the group 
members is to resist the change - especially if the 
rate of change is fasto This resistance usually takes 
the form of apprehension,. 

(c) In order to form new groupŝ  these old routine 
relationships must be broken̂ , where necessary£1 and new 
ones formedo This cannot be done rapidly« as the  
essence of routine relationships is their repetition  
to a point where they baocme habitual and can be taken  
for grantedo 

As an illustration of what is meant we can 
consider the relationship between an inspector 
and an operator in the old setup* la the stent 
of trouble • both the operator and inspector knew 
what they were expected to do - questions of who 
was responsible had been settled in proviou* 
instanceand the "paths" through which the 
problem ohould be taken had been worked out by 
experience,̂  !To one had to consider whether this 
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was a problem which should go to the group chiefD section chief» etc - it was fairly wall knowno 
However p whan the organization undergoes a major 
change? these things have to he thought out oaoh 
time a problem ariseŝ  and this thinking continues 
until sufficient experience has been gained to 
satisfy each member of the group o 

If this theory is correct0 the problem for management is that 
of dealing with apprehension and worry brought about by the break 
up of routine relationships which heretofore controlled the be
havior of individuals within the groups towards one another and 
towards other groups0 and of facilitating the formation of new 
routines as rapidly as possible0 

2 o Suggestions 
In line with these thoughts, the following suggestions are 

made: 
Sol Confining the worry to those groups whloh will actually  

be effected̂  Because apprehension quickly spreads among 
groups of people8 it is suggested that individuals who will 
not be affected should be told so as soon as possible by 
their supervisorso Jhe supervisor should give the impression 
to his people that he can be depended upon for giving adequate 
and correct information about the situation from time to time« 
This should stop much uneasiness and unnecessary rumors? 

8 0 2 Giving adequate? Information to workers who will be af- 
fectedo Much of the apprehension among those who see their 
occupations materially affected can be dissipated if someone 
in authority 0 preferably the superintendent,, tells them 
what the situation is0 what steps are being taken to solve 
the problem0 just how placement problems are handled,-, and 
give assurance that no one will be laid off because of 
the changSo 

S03 Informing the supervisor of the purpose and logic of  
the ehangco Witlla it Is likely Impossible that a logical 
understanding of the change can bo given to the entire 
working force, we should aim to get an adequate understand" 
lng across to as many levels of supervision as possible 
in order that they may better control the formation of the 
new groupso As indicated earlier, things which formerly 
were taken care of through traditional patterns of behavior 
will need to be thought out during the adjustment period® 
until through repetitions, new routine relationships are 
formedo It follows that the supervisors who will carry 
the brunt of this "thinking" process will be able to do a 
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batter job i f they have a dear understanding of the alas 
of the new form of organisation 

This need is being met by some of the branches through 
discussions of the new organization at branch dinner meet* 
ings with supervisorso *e letter to
of January 15, 1936p which is being distributed to all 
supervisorsD is also a step in this direction We have no 
other suggestion for formal action under this pointy but 
believe upper level supervisors should make an extra efforts 
during the adjustment period, to keep lower level supervisors 
adequately informed of the changes contemplated and the 
reasons for them0 

2o4 flalng rest pauses as a method of facilitating the forma 
tion of new person relationshlpso Our studies of rest 
pauses have shown *$nat one of their values is the result of 
the free time they afford to develop personal relationships 
among the individuals in the group,/ 7?hen the worker sits in 
one work position0 little opportunity is given for free 
association with his fellow workers and therefore an organised 
systam0 such as rest pauses? is a distinct help- especially 
when new groups are forming; for tmtll these personal rela
tionships have formeda we will have no affective group 
organization..-, We therefore suggest that rest pauses be 
extended to all our shop groups primarily to capitalize on 
their social value0 Approximately 28$S of the Operating 
Branch men and 64# of the Operating Branch women0 or a 
combined figure of 40$ of all Operating Branch hourly rated 
people are now on rest perlodso This extension would mean 
including the remaining 60$o 

2u5 Letting up on unnecessary restrictions oa indlvidualSo 
$b.is suggestion naturally follows the one above0 For instance, 
talking is a natural means for developing and maintaining 
personal relations and in new groups there may be a natural 
increase in the amount of talkingo If suppressed^ it may 
develop as a subterfuge in which case it is apt to taka the 
form of antagonism to authority 0 This undermines the morale 
and tends to organize the group in opposition to managamento 
Likewise„ unusual behavior on the part of employees may not 
be due to willful disobedience but rather to a lack of 
under standing as to what is wanted This would be true es« 
pecially when behavior patterns do not fit the requirements 
of a new or changed situation,, SaphasiSj, thereforeP should 
be placed on teaching the appropriate behavior rather than 
by a disciplinary "cracking down"0 

Original 
Signed By 

Ha.y-831-L^ G* S. RI3IS2RJOKD - 800 

4*14-30 
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general statement of the f |&n 

on January 17 tentetive plana t « » made for the development 

of a na* kind of personnel work. T&der this plan a "Personnel n a n " 

from the Industrial Relatione Branch would he assigned to a group of 

approximately 3 9 0 employees. d?his man would devote his entire time 

to interviewing these people, contacting their supervisors and 

familiarising himself with the work being performed. It w a s felt 

that such a specialist could perform a very real function both for 

the Organizations to which he was assigned and for management. By 

having direct 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 -feus serve as a coordinator of existing agencies? 

he eoutd counsel the supervisors about problems in their organise* 

tloa and thus aid them in iolving th**a; he could, by interviewing 

the employees, dissipate many of their apprehensions and emotionally 

reinforced ideas and, finally, he could keep management informed of 

the actual situation at the work level. 

logically from the interviewing program and related studies which 
were made from 1027 to 1038. It was also felt that sueh a plan 
would place the personnel counsellor in the same relative position 
that management has already found successful in the handling of 
materials and equipsient. From time to time the company has found 

It wa* felt that this plan was in line with and followed 
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it beneficial to develop specialists in certain aspects of manufacture. 

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

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

in outlining this plan considerable attention was given to 

the qualifications of the *£orsanael r.mn and his relatione with the 

departments m which h# would work. It was felt that he should fee 

well grounded la 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 mmld 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 160 employee*, so as to 

learn from actual experience what its possible merits and demerits 

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

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

setting txp the experiment wa» then prepared and the division chief 

discussed it with all the supervisors concerned at two meetings 

held on February 6 end 7. At these meetings the plan was presented 

elearly a*d in detail, fne supervisors had few questions after the 

talks and the plan eeeaed to be acceptable to them. Following this 
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introduction the "Personnel i:anw started interviewing employee a and 

getting acquainted wiljh the supervisors in the department. 

saigaary of Experience to Date 

It ia impossible at this early date to draw any final con

clusions from this experiment. "She investigator has spent about six 

weeks In the department so far. During this time he has interviewed 

88 employees and has spent a good deal of tii&s contacting the various 

«t£>ervieors. It was thought important to 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, (£) to get a 

thorough knowledge of the work done by the operators and the require-

sweats that &t9 laade of tbsm, and (5) te learn ae much as possible 

about each supervisor** attitude toward his personnel problems, a&ia 

general background is regarded as essential to an adequate under

standing of employee coaplaiata. 

At the present time Ike major problems in this department 

f r o m the supervisors' standpoint are, in the order of their im

portance, (1) Group earnings and piece rates, {£) schedules and 
work difficulties, (3) Difficulties involving the supervision of 

individual employee*. On the waole, the supervisor* s time is so 

occupied with the first two of these problems that he has little 

time for the third. 

(1) areup armings and ? i « t s Bate* 

this 1* the M a j o r problem in all sub-departments in 6364. 

It is partly due to the fact that low activity doe* not p e r m i t 

employee* to work full time on ome job. partly i t is due to a 
leek of low grade operator* who are efficient on several j o b s . 
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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 900 of employee dissatisfaction is the result of earnings 

that are considered low* 

(S) schedules, and work. Difficulties 

Tb,e balance of the supervisors1 time la mostly occupied 

with a variety of problems involving work assignments, difficul

ties ??i th machines, materials and back schedules* inasmuch as 

these are only of indirect importance in this experiment, tfeey 

need not be commented on. 

(3) .so t̂rviiiom- of Individual smployees 

with the exception of the problem case, which is studied 

carefully by every supervisor 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 

seems to be due to the following reasons: (a) laaployees do not 

take all of their complaints to supervisors for they say, "H« 

won*t do anything about it*j "he will think I'm a kicker1*} or 

*it wouldn't do me any good aa he would be down on me"*, (b) 

The lower level supervisor;** time is taken up with running the 

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

taking things over his head. {c) Supervisors in general are 
apt to discourage the employee from taking complaints up the 

line as it may reflect on them personally. 

The «sploy*ea contacted have been selected from all of 
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the eub-departmeats involved In the study. Some of them 

were classed as problem* or "chronic kickers" by the 

supervisors hut, for- the meat part, they were considered 

average employees. Their problems, with the exception of 

two men who- appear to be rather serious cases of persona! 

naladjuatment. are largely personal, iiany of these problema 

are dissipated during ibe interview, that is, the employee 

himself comes to feel that no definite action eaa be taken 

and that the problem is compaffetively unimportant, some 

of the employees, however, raise questions that can and 

should be answered. Many of these involve new piece rates 

and earnings. These questional are apparently assuming 

more importance each day as employees are becoming con~ 

viftoed that rat** are being out. m> definite action has 

yet been taken to obtain answers for the employees on 

aay of these question*. If the demand is strong, they 

are urged to see their supervisor. In a few instances, 

the investigator has informed 1he supervisor of the com

plaint, but in no case has immediate action been requested. 

One employee*a problem was called to the investigator* s 

attention by a supervisor. The employee felt ikat he had 

a grievance because of several transfers, each of which 

iftiralved * out in rate, in tme interview, it developed 

that he had seveml physical disabilities and that after 
job 

a prolonged illnsss, he waa given an easy/that paid over 

a dollar aa hour. At the beginning of the depression, 

he lost this job sad sinee has been uovel around because 
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ha was not particularly efficient on any assignment, 

ffaia case was discussed wil& %e *qpervl»ers and they 

decided: that the employee should he advised of the reason 

for the transfer, and of the possibilities of future ad

vancement ©n the job. ®**y were evidently very successful 

as. the investigator tml&id to the es&loyee during the next 

week and -he appeased to be more satisfied. It was also 

noticed that his efficiency had increased decidedly. 

fhe investigator la also eatp crimen ting with anolfeer 

problem that appears to be entirely a personal difficulty. 

In this casej the cooperation of the hospital, the 

Psychological testing Section, and the supervisors' has 

been secured in an effort to help the esployee make a 

personal adjustment with, the aid of & series of inter

views. 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 made as he formerly was a supervisor 

and, at present, could not be satisfactorily placed on 

any job. The other alternatives, a disability p«s*ioi 

or dropping thm man from the roll, need further considera

tion, Hisy will be comsidered only i f all other efforts 

fail. 

Tf investigator's contacts with employee* include 

two employs* representative)*. 'Ifcey both. expr***ed interest 

in Hie plan mad seemed to feel feat i t would help them in 
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their relationship with their constituents and with the 

sfperviso-re. £h©y seem to need some help as they feel 

pressure from tns sapls-yee* urging action that is 

opposed, by fee supi**vi*or#. £aey also feel that a good 

part of this demand for action is emotional, hut as 

representatives they can not ippoee it openly as they 

will lose their jobs as representatives, 'inasisneh as 

this situation is not very satisfactory to the employee 

representatives or the au&ervieore, the investigator 

plans to along with the former to relieve as a$nch 

of this sort of pressure as possible. 

One other item of Interest my he mentioned.. $hls 

is the fact that the employees have spontaneously 

associated this experiment with the eld interviewing 

program, iki* has helped a great deal in getting ifeelr 

confidence and in establishing satisfactory relations 

with them. Almost mil of them have expressed apprecia

tion of the interview and of the opportunity to talk 

things over. 

a u a w a r y 

In general, it may be said that tnese first six week** 

work indicate that the plan is beginning to satisfy a need that ha* 

been felt for some time by supervisors, employee*, and employe* 

representative*. 'Sue *up*rvi*or* seem actively interested in the 

plan sad, in several Instances, they have **dd that they would 

weleome the meals tens* that %• "Personnel Han* aigfct offer in 
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helping them to gain a mm complete understanding of their Jraman 

p:eoblems and in getting their thoughts and their problems up the 

line. 

Yftth regard to the employee*, i t is suf fl dent to eay 

that they are all as interested in the plan as they were in the 

Interviewing Program. They go out of their way to speak to the 

^Personnel whenever ha i s in their section, tfhey talk openly 

and fireely of -Qielr problems and this in itself appears to be 

beneflciaj. to tham. 

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 wojfc that these organizations perfoam and 

which at the same time can go a long way toward alleviating many 

of the problems industrial organization presents. 

4-8-54 
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A p r i l 8 7 , 1 9 3 6 

M R . G . S . R U T H E R F O R D , S u p e r i n t e n d e n t o f I n d u s t r i a l R e l a t i o n s 

H a w t h o r n e 

I w a s • v e r y m u c h i n t e r e s t e d i n t h e r e p o r t s w h i c h 

a c c o m p a n i e d y o u r l e t t e r o f A p r i l S O , a n d w o u l d b e p - l a d t o 

h a v e y o u w r i t e m e a g a i n i n t h r e e o r f o u r w e e k s t o r i v e m e 

a n y f u r t h e r c o m m e n t s w h i c h y o u my h a v e a s t o t h e s u c c e s s 

o f t n e p r o g r a m s y o u h a v e o u t l i n e d . 

I n o t e a l s o t h a t y o u h a v e s e n t c o p i e s o f t h e s e t o 

a n d , w h o w i l l b e v e r y i n t e r e s t e d , i n 

k e e p i n g i n t o u c h w i t h t h e s e s t u d i e s . 

( s ) 

P e r s o n n e l A s s i s t a n t 
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June 1, 19S# 
MB. 0. S. RUTBBRFORD * 800; 

In connection with the problem of training skilled and 
semi-skilled workers which we »r* undertaking at preasnt, it -has 
occurred to us tbs* iaueh valuable knowledge! might be gained by 
subjecting the learning process theas people will go through to 
scientific analysis* The objective of aueh as analysis would be 
to render explicit the eueoaaalve 4isari*in*tien* an individual 
more or less intuitively makes to. acquiring skill and profioiancy 
m a given job* Wa believe tbat if thie could bs dons, tbe learn-
ing period could be greatly shortened while at the same time the 
worker himself aculd be give* s better grasp of his task in that 
the bases of his skill tould be mere eaeiiy dlacussad and henee 
imdsrstood by him* 

Such studies aa these wemli require* among other obmerra-
tioas, accurate and aempletm records of performance ever long periods 
of time* furthermore these reaerdi should show the time required to 
ecmplata each mit of output, fhia weuld enable a large statistical 
population to be built up ami would allow the data collected to be 
analysed by varyim* time intervals. 

fhe qweatiom naturally arises as to hew such records eeuld 
beat be obtained am4 the answer whieh suggests itself is that the 
time rewording device which has been davaleped by Mr. H. K, lagat 
would ba very wall suited to this wmraaea. Ik fast this instrument 
was originally devaleped with the specific intern tiern ef reflating 
the perfwrat** tape time reaorda whieh were used throughout the 
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Relay A***mbly £ **t Room experiments by digit printed timt record*. 
fa!* time recording devie* bee * fairly long history. Tbe 

idee of developing *uch a »*chani»m wee originally propoied *ome~ 
time In 1988 by Mr, f . N. Whitebeiid of the Barvard Buslues* School, 
who felt that digit-printed time reeerde would be much better then 
the perforated tap* time record* then in us* In the Relay A»sembly 
Test Room in that they would be mor* accurate, *«v* * great deal of 
clerical work and could be better preserved. This suggestion met 
with approval *nd In December, 1*31, Mr. H* K. Sng*t was assigned 
the job of developing a suitable recorder. An appropriation of 
#250. was made for investigating commercial recorders and making 
. a mucket model. ?h* investigation of commercial recorders showed 
that none were suitable* 

Shortly after Mr. Xnget was given this *»*ignm*nt 
Mr. whitehead, in * lett*r addressed to Mr, p*an©ck dated May 11, 
lf$i, outlined th* *p*oifi«*tio*s reouired in the device and listed 
*6tt* of it* possible u*e*. Mr, jfegst •utilised **va*il special 
deals*.* to mot these *p*«ifloatiea* and submitted them to 
Mr. whitehead for aommemt. The basic design of a mm*him* suit-
abl* t« him was selected end werk was begun on a mucket model. 
fm meet the «e*t of this devwlepm*** work the- origimal appropria-
tien »f #*SQ. wms im«re**«A te #1000 and later te #1*50. This 
**v*lop»*at work was retarded it* to the fact thtt Mr. l&gst** 
time wm* sbserhed im elber and more urg**t setivitlm*. Be bm« 
&*w, hewever, templet** m wsvkiftg metel. All th* major problems 
meemtered in *e«t*tructim« the dwvie* bar* hetm worked emt ami 
it is as* helms e*n*i**r*4 fer t̂tmti&g. I* *s ma******* that 
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thi product will have to go through « final stage of development* 
chiefly In design, before It in mirketable. 

The nature of this reeorder can be deduced from the 
attached photogrswh of the model. Title instrument consists 
essentially of a tiiuepiece in which the tins is gliren in, ttinutes 
and decimal fractions of e minute on a six figure counter; read
ing from 0.001 of a minute (roughly 1/17 second) up to 999.999 

minute* (over 16 hours},. The motive power end time control is 
prowided by a synchronous Motor* A printing device causes the 
figures showing on the counter to be printed on e moving tape 
et the instant of closing en electric circuit, the letter being 
operated by e key, push button or other circuit closing device. 
The tines so recorded ere printed in the form of e column on the 
tape i the earlier tines being et the hot to* of the taps, this 
enables elapsed tines to be obtained by subtractions of con
secutive numbers in the conventional .manner* Experience has 
ehown that continuous subtractions with nusibers in the reversed 
order is both slower and less accurate* 

Three edditiceal symbols, A, B end 0, ere provided on 
the counter} each being brenght into position for printing by 
closing its inaepenteat circuit* These letters or combinations 
of these lettere may se printed on the tape to indicate the tine 
end nature of stoppages* 

Teriems uses of this instrument neve been euggestsd 
for perneses ether then enr nesx* Tne fsllowiag list is 
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suggestive of tht wide variety of usages to which It could lis adapted. 
1« Time etudlee for' rate eettlng. 
8* Besearch work to practical engineering. 
3. Nua&or of eallc on e telephone circuit for 

analysis by time. 
4. Athletic evcntc and epeed record«, 
ft* Traffic surveys In cities* thin recorder 

would chow variation! in traffic during 
the day. 

6* Research in engineering, physical, 
physiological end psychological laboratories* 

In view of the many potential usage* of thie instrument end 
the possibility of lt« immediete npplicetlon in our training end 
research work, we request that five of these machines he manufactured 
for use in tills department. Mr. Ingst estimates that thi» would 
cost stout |ftOOO. This figure includes the cost of design end 
incidental development work together with the cost of manufacturing 
the finished product• 

WJD-331-4-MS 
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J u n e 5 , 1 9 3 6 

I a m a t t a c h i n g t w o r e p o r t s o n t h e e x p e r i m e n t i n p e r 

s o n n e l w o r k f o r y o u r i n f o r m a t i o n . ' T h e p r e l i m i n a r y r e p o r t w a s 

i s s u e d s o m e t i m e a g o h u t w a s n o t g i v e n g e n e r a l c i r c u l a t i o n a n d 

w e a r e r e i s s u i n g i t a t t h i s t i m e t o i n s u r e t h a t i t r e a c h e s 

e v e r y o n e . 

G . S . R U T H E R F O R D - 8 0 0 

W J D - 8 3 1 - 4 - L T 

A t t . 

M e m o r a n d u m t o : 

A l l S u p e r i n t e n d e n t s a t H a w t h o r n e _ 

A l l W o r k s D i v i s i o n C h i e f s 
» 

C o p y t o M e s s r s : 

C . L . R i c e - 0 0 0 1 

G . A . L a n d r y - 1 0 0 0 

G . A . P e n n o c k - 2 0 0 0 

J . M . S t a h r - 3 0 0 0 

R . A , P r i c e - 7 5 0 0 

J . H . H e l l w e g - 9 0 0 
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PRELIMINARY report on 
THE EXPSR3MSKT IN PERSONNEL COUNSELLING 

G e n e r a l S t a t e m e n t o f t h e P l a n 

O n J a n u a r y 1 7 t e n t a t i v e p l a n s w e r e m a d e f o r t h e d e v e l o p m e n t 

o f a n e w k i n d o f p e r s o n n e l w o r k . U n d e r t h i s p l a n a " P e r s o n n e l M a n " 

f r o m t h e I n d u s t r i a l R e l a t i o n s B r a n c h w o u l d b e a s s i g n e d t o a g r o u p o f 

a p p r o x i m a t e l y 3 0 0 e m p l o y e e s . T h i s m a n w o u l d d e v o t e h i s e n t i r e t i m e 

t o i n t e r v i e w i n g t h e s e p e o p l e , c o n t a c t i n g t h e i r s u p e r v i s o r s a n d 

f a m i l i a r i z i n g h i m s e l f w i t h t h e w o r k b e i n g p e r f o r m e d . I t w a s f e l t 

t h a t s u c h a s p e c i a l i s t c o u l d p e r f o r m a v e r y r e a l f u n c t i o n b o t h f o r 

t h e o r g a n i z a t i o n s t o w h i c h h e w a s a s s i g n e d a n d f o r m a n a g e m e n t . B y 

h a v i n g d i r e c t p e r s o n a l c o n t a c t w i t h e a c h a n d e v e r y e m p l o y e e , h e 

c o u l d g i v e t h e i r p r o b l e m s m u c h m o r e a t t e n t i o n t h a n t h e y a r e n o w 

r e c e i v i n g ; h e c o u l d b r i n g t h e i r p r o b l e m s t o t h e a t t e n t i o n o f p r o p e r 

a u t h o r i t i e s a n d t h u s s e r v e a s a c o o r d i n a t o r o f e x i s t i n g a g e n c i e s ; 

h e c o u l d c o u n s e l t h e s u p e r v i s o r s a b o u t p r o b l e m s i n t h e i r o r g a n i z a 

t i o n a n d t h u s a i d t h e m i n s o l v i n g t h e m ; h e c o u l d , b y i n t e r v i e w i n g 

t h e e m p l o y e e s , d i s s i p a t e m a n y o f t h e i r a p p r e h e n s i o n s a n d e m o t i o n a l l y 

r e i n f o r c e d i d e a s a n d , f i n a l l y , h e c o u l d k e e p m a n a g e m e n t i n f o r m e d o f 

t h e g e n e r a l e f f e c t o f i t s p o l i c i e s a t t h e w o r k l e v e l a n d o f p r o b l e m s 

w h i c h a r e i m p e r s o n a l a n d g e n e r a l i n c h a r a c t e r . 

I t w a s f e l t t h a t t h i s p l a n w a s i n l i n e w i t h a n d f o l l o w e d 

l o g i c a l l y f r o m t h e i n t e r v i e w i n g p r o g r a m a n d r o l a t e d s t u d i e s w h i c h 

w e r e m a d e f r o m 1 9 2 7 t o 1 9 3 2 . I t w a s a l s o f e l t t h a t s u c h a p l a n 

w o u l d p l a c e t h e p e r s o n n e l c o u n s e l l o r i n t h e s a m e r e l a t i v e p o s i t i o n 

t h a t m a n a g e m e n t h a s a l r e a d y f o u n d s u c c e s s f u l i n t h e h a n d l i n g o f 
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m a t e r i a l s a n d e q u i p m e n t . F r o m t i m e t o t i m e t h e C o m p a n y h a s f o u n d i t 

b e n e f i c i a l t o d e v e l o p s p e c i a l i s t s i n c e r t a i n a s p e c t s o f m a n u f a c t u r e . 

T h i s p l a n w o u l d s i m p l y a d d a s p e c i a l i s t i n p e r s o n n e l p r o b l e m s w h o c o u l d 

g i v e t h e l i n e o r g a n i z a t i o n t h e b e n e f i t o f h i s k n o w l e d g e a n d f i n d i n g s . 

I n o u t l i n i n g t h i s p l a n c o n s i d e r a b l e a t t e n t i o n w a s g i v e n t o 

t h e q u a l i f i c a t i o n s o f t h e " P e r s o n n e l M a n " a n d h i s r e l a t i o n s w i t h t h e 

d e p a r t m e n t s i n w h i c h h e w o u l d w o r k . I t w a s f e l t t h a t h e s h o u l d b e 

w e l l g r o u n d e d i n C o m p a n y o r g a n i z a t i o n a n d p r o c e d u r e a n d t h a t h e h e 

w e l l t r a i n e d i n t h e t e c h n i q u e o f t h e p e r s o n a l i n t e r v i e w , AS t o h i s 

r e l a t i o n s h i p w i t h t h e g r o u p t o w h i c h h e w o u l d b e a s s i g n e d , i t w a s 

f e l t t h a t h e s h o u l d r e p o r t t o a n o u t s i d e o r g a n i z a t i o n , t h e I n d u s t r i a l 

R e l a t i o n s B r a n c h , a n d t h a t h e s h o u l d f u n c t i o n i n t h e g r o u p w i t h o u t 

a n y d e f i n i t e l y r e c o g n i z e d a u t h o r i t y e x c e p t t h e r i g h t t o i n t e r v i e w 

e m p l o y e e s a n d s t u d y t h e g e n e r a l w o r k s i t u a t i o n i n c l u d i n g r e l e v a n t 

d e p a r t m e n t a l r e c o r d s . I t w o u l d b e i m p o r t a n t f o r h i m t o u s e t h e i n 

f o r m a t i o n o b t a i n e d f r o m i n d i v i d u a l s i n a w a y t h a t w o u l d c a u s e n o 

e m b a r r a s s m e n t t o a n y o n e ; o t h e r w i s e h e w o u l d n o t b e a b l e t o f u n c t i o n . 

P r o c e d u r e i n I n t r o d u c i n g t h e E x p e r i m e n t 

I t w a s d e c i d e d t o t r y t h i s p l a n o u t e x p e r i m e n t a l l y i n 

D e p a r t m e n t 6 3 6 4 , a n o r g a n i z a t i o n o f a b o u t 1 5 0 e m p l o y e e s , s o a s t o 

l e a r n f r o m a c t u a l e x p e r i e n c e v ; h a t i t s p o s s i b l e m e r i t s a n d d e m e r i t s 

m i g h t b e . A m a n w a s s e l e c t e d f r o m D e p a r t m e n t 6 0 8 6 t o c o n d u c t t h e 

e x p e r i m e n t . A d e t a i l e d o u t l i n e o f t h e p r o c e d u r e s t o b e f o l l o w e d i n 

s e t t i n g u p t h e e x p e r i m e n t r . - a s t h e n p r e p a r e d a n d t h e d i v i s i o n c h i e f 

d i s c u s s e d i t w i t h a l l t h e s u p e r v i s o r s c o n c e r n e d a t t w o m e e t i n g s 
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h e l d o n F e b r u a r y 6 a n d 7. . a t t h e s e m e e t i n g s t h e p l a n r ; a s p r e s e n t e d 

c l e a r l y a n d i n d e t a i l . T h e s u p e r v i s o r s h a d f e w q u e s t i o n s a f t e r t h e 

t a l k s a n d t h e p l a n s e e m e d t o b e a c c e p t a b l e t o t h e m . F o l l o w i n g t h i s 

i n t r o d u c t i o n t h e " P e r s o n n e l M a n " s t a r t e d i n t e r v i e w i n g e m p l o y e e s a n d 

« g e t t i n g a c q u a i n t e d w i t h t h e s u p e r v i s o r s i n t h e d e p a r t m e n t . 

S u m m a r y o f E x p e r i e n c e t o D a t e 

I t i s i m p o s s i b l e a t t h i s e a r l y d a t e t o d r a w a n y f i n a l c o n - j 

e l u s i o n s f r o m t h i s e x p e r i m e n t . T h e i n v e s t i g a t o r h a s s p e n t a b o u t s i x 

w e e k s i n t h e d e p a r t m e n t s o f a r . D u r i n g t h i s t i m e h e h a s i n t e r v i e w e d 

22 e m p l o y e e s a n d h a s s p e n t a g o o d d e a l o f t i m e c o n t a c t i n g t h e v a r i o u s 

s u p e r v i s o r s . I t w a s t h o u g h t i m p o r t a n t t o d e v e l o p s a t i s f a c t o r y r e l a 

t i o n s w i t h t h e s u p e r v i s o r s a t t h e o u t s e t a n d ( l ) t o g e t a p i c t u r e o f 

t h e g e n e r a l w o r k p r o b l e m s a s t h e y a p p e a r t o t h e m , (2} t o g e t a 

t h o r o u g h k n o w l e d g e o f t h e w o r k d o n e b y t h e o p e r a t o r s a n d t h e r e q u i r e 

m e n t s t h a t a r e m a d e o f t h e m , a n d (3) t o l e a r n a s m u c h a s p o s s i b l e 

a b o u t e a c h s u p e r v i s o r ' s a t t i t u d e t o w a r d h i s p e r s o n n e l p r o b l e m s . T h i s 

g e n e r a l b a c k g r o u n d i s r e g a r d e d a s e s s e n t i a l t o a n a d e q u a t e u n d e r 

s t a n d i n g o f e m p l o y e e c o m p l a i n t s . 

A t t h e p r e s e n t t i m e t h e m a j o r p r o b l e m s i n t h i s d e p a r t m e n t 

f r o m t h e s u p e r v i s o r s ' s t a n d p o i n t a r e , i n t h e o r d e r o f t h e i r i m 

p o r t a n c e , (1) G r o u p e a r n i n g s a n d p i e c e r a t e s , (2) S c h e d u l e s a n d 

w o r k d i f f i c u l t i e s , (3) D i f f i c u l t i e s i n v o l v i n g t h e s u p e r v i s i o n o f 

f i n d i v i d u a l e m p l o y e e s . O n t h e w h o l e , t h e s u p e r v i s o r ' s t i m e i s s o 

o c c u p i e d w i t h t h e f i r s t t w o o f t h e s e p r o b l e m s t h a t h e h a s l i t t l e 

t i m e f o r t h e t h i r d . 
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( 1 ) G r o u p E a r n i n g s a n d P i e c e R a t e s 

T h i s i s t h e m a j o r p r o b l e m i n a l l s u b - d e p a r t m e n t s i n 6 3 6 4 . 

I t i s p a r t l y d u e t o t h e f a c t t h a t l o w a c t i v i t y d o e s n o t p e r m i t 

e m p l o y e e s t o w o r k f u l l t i m e o n o n e j o b . P a r t l y i t i s d u e t o a 

l a c k o f l o w g r a d e o p e r a t o r s w h o a r e e f f i c i e n t o n s e v e r a l j o b s . 

A n o t h e r d i f f i c u l t y i s t h a t t h e n e w p i e c e r a t e s s e e m i n g l y d o n o t 

p e r m i t e a r n i n g s t h a t a r e c o m p a r a b l e w i t h p a s t e a r n i n g s f o r 

c o m p a r a b l e w o r k . T h e s u p e r v i s o r s a r e s p e n d i n g m o s t o f t h e i r 

t i m e t r y i n g t o o v e r c o m e t h e s e d i f f i c u l t i e s b e c a u s e t h e y b e l i e v e 

t h a t 90<f0 o f e m p l o y e e d i s s a t i s f a c t i o n i s t h e r e s u l t o f e a r n i n g s 

t h a t a r e c o n s i d e r e d l o w . 

( 2 ) S c h e d u l e s a n d W o r k D i f f i c u l t i e s 

T h e b a l a n c e o f t h e s u p e r v i s o r s ' t i m e i s m o s t l y o c c u p i e d 

w i t h a v a r i e t y o f p r o b l e m s i n v o l v i n g w o r k a s s i g n m e n t s , d i f f i c u l 

t i e s w i t h m a c h i n e s , m a t e r i a l s a n d b a c k s c h e d u l e s . I n a s m u c h a s 

t h e s e a r e o n l y o f i n d i r e c t i m p o r t a n c e i n t h i s e x p e r i m e n t , t h e y 

n e e d n o t b e c o m m e n t e d o n . 

( 3 ) S u p e r v i s i o n o f I n d i v i d u a l E m p l o y e e s 

W i t h t h e e x c e p t i o n o f t h e p r o b l e m c a s e , w h i c h i s s t u d i e d 

c a r e f u l l y b y e v e r y s u p e r v i s o r i n t h e l i n e b e f o r e a d e c i s i o n i s 

r e a c h e d , t h e s u p e r v i s i o n o f t h e i n d i v i d u a l d o e s n o t a p p e a r t o 

b e a m a j o r p r o b l e m f r o m t h e s u p e r v i s o r s ' p o i n t o f v i e w . T h i s 

s o e m s t o b e d u e t o t h e f o l l o w i n g r e a s o n s : ( a ) i & i p l o y u o s d o n o t 

t a k e a l l o f t h e i r c o m p l a i n t s t o s u p e r v i s o r s f o r t h e v s a y , " H e 

w o n ' t d o a n y t h i n g a b o u t i t " ; " h e w i l l t h i n k I 'm a k i c k e r " ; o r 

" i t w o u l d n ' t d o n e a n y g o o d a s he r r o u l d be d o w n o n me", (b) 
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T h e l o w e r l e v e l s u p e r v i s o r ' s t i m e i s t a k e n u p w i t h r u n n i n g t h e 

j o b a n d t h e r e i s a g e n e r a l r e s i s t a n c e t o b o t h e r i n g h i m o r t o 

t a k i n g t h i n g s o v e r h i s h e a d , ( c ) S u p e r v i s o r s i n g e n e r a l a r e 

a p t t o d i s c o u r a g e t h e e m p l o y e e f r o m t a k i n g c o m p l a i n t s u p t h e 

l i n e a s i t m a y r e f l e c t o n t h e m p e r s o n a l l y . 

T h e e m p l o y e e s c o n t a c t e d h a v e b e e n s e l e c t e d f r o m a l l o f 

t h e s u b - d e p a r t m e n t s i n v o l v e d i n t h e s t u d y . S o m e o f t h e m w e r e 

c l a s s e d a s p r o b l e m s o r " c h r o n i c k i c k e r s " b y t h e s u p e r v i s o r s b u t , 

f o r t h e m o s t p a r t , t h e y w e r e c o n s i d e r e d a v e r a g e e m p l o y e e s . T h e i r 

p r o b l e m s , w i t h t h e e x c e p t i o n o f t w o m e n w h o a p p e a r t o b e r a t h e r 

s e r i o u s c a s e s o f p e r s o n a l m a l a d j u s t m e n t i a r e l a r g e l y p e r s o n a l . 

M a n y o f t h e s e p r o b l e m s a r e d i s s i p a t e d d u r i n g t h e i n t e r v i e w , t h a t 

i s , t h e e m p l o y e e h i m s e l f c o m e s t o f e e l t h a t n o d e f i n i t e a c t i o n 

c a n b e t a k e n a n d t h a t t h e p r o b l e m i s c o m p a r a t i v e l y u n i m p o r t a n t . 

S o m e o f t h e e m p l o y e e s , h o w e v e r , r a i s e q u e s t i o n s t h a t c a n a n d s h o u l d 

b e a n s w e r e d . M a n y o f t h e s e i n v o l v e n e w p i e c e r a t e s a n d e a r n i n g s . 

T h e s e q u e s t i o n s a r e a p p a r e n t l y a s s u m i n g m o r e i m p o r t a n c e e a c h d a y 

a s e m p l o y e e s a r e b e c o m i n g c o n v i n c e d t h a t r a t e s a r e b e i n g c u t . N o 

d e f i n i t e a c t i o n h a s y e t b e e n t a k e n t o o b t a i n a n s w e r s f o r t h e e m 

p l o y e e s o n a n y o f t h e s e q u e s t i o n s . I f t h e d e m a n d i s s t r o n g , t h e y 

a r e u r g e d t o s e e t h e i r s u p e r v i s o r . I n a f e w i n s t a n c e s , t h e i n 

v e s t i g a t o r h a s i n f o r m e d t h e s u p e r v i s o r o f t h e c o m p l a i n t , b u t i n 

n o c a s e h a s i m m e d i a t e a c t i o n b e e n r e q u e s t e d . 

O n e e m p l o y e e ' s p r o b l e m w a s c a l l e d t o t h e i n v e s t i g a t o r ' s 

a t t e n t i o n by a s u p e r v i s o r . T h e e m p l o y e e f e l t t h a t h i h a d a 

g r i e v a n c e b e c a u s e o f s e v e r a l t r a n s f e r s , e a c h o f w h i c h i n v o l v e d 
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a c u t i n r a t e . I n t h e i n t e r v i e w , i t d e v e l o p e d t h a t h e h a d 

s e v e r a l p h y s i c a l d i s a b i l i t i e s a n d t h a t a f t e r a p r o l o n g e d i l l 

n e s s , h e w a s g i v e n a n e a s y j o b t h a t p a i d o v e r a d o l l a r a n h o u r . . 

A t t h e b e g i n n i n g o f t h e d e p r e s s i o n , h e l o s t t h i s j o b a n d s i n c e 

• h a s b e e n m o v e d a r o u n d , b e c a u s e h e w a s n o t p a r t i c u l a r l y e f f i c i e n t 

o n a n y a s s i g n m e n t . T h i s c a s e w a s d i s c u s s e d w i t h t h e s u p e r v i s o r s 

i a n d t h e y d e c i d e d t h a t t h e e m p l o y e e s h o u l d b e a d v i s e d o f t h e 

r e a s o n f o r t h e t r a n s f e r , a n d o f t h e p o s s i b i l i t i e s o f f u t u r e a d 

v a n c e m e n t o n t h e j o b . T h e y w e r e e v i d e n t l y v e r y s u c c e s s f u l a s 

t h e i n v e s t i g a t o r t a l k e d t o t h e e m p l o y e e d u r i n g t h e n e x t w e e k a n d 

h e a p p e a r e d t o b e m o r e s a t i s f i e d . I t w a s a l s o n o t i c e d t h a t h i s 

e f f i c i e n c y h a d i n c r e a s e d d e c i d e d l y . 

T h e i n v e s t i g a t o r i s a l s o e x p e r i m e n t i n g w i t h a n o t h e r 

p r o b l e m t h a t a p p e a r s t o b e e n t i r e l y a p e r s o n a l d i f f i c u l t y . I n 

t h i s c a s e , t h e c o o p e r a t i o n o f t h e h o s p i t a l » t h e P s y c h o l o g i c a l 

T e s t i n g S e c t i o n , a n d t h e s u p e r v i s o r s h a s b e e n s e c u r e d i n a n 

e f f o r t t o h e l p t h e e m p l o y e e m a k e a p e r s o n a l a d j u s t m e n t w i t h t h e 

a i d o f a s e r i e s o f i n t e r v i e w s . T h e r e i s c o n s i d e r a b l e d o u b t i n 

t h e i n v e s t i g a t o r ' s m i n d a n d i n t h e m i n d s o f t h e s u p e r v i s o r s a s 

t o w h e t h e r t h i s m a n c a n b e r e t u r n e d t o u s e f u l n e s s , b u t t h e y f e e l 

t h a t a n e f f o r t s h o u l d b e m a d e a s h e f o r m e r l y w a s a s u p e r v i s o r 

a n d , a t p r e s e n t , c o u l d n o t b e s a t i s f a c t o r i l y p l a c e d o n a n y j o b . 

¥ T h e o t h e r a l t e r n a t i v e s , a d i s a b i l i t y p e n s i o n o r d r o p p i n g t h e 

m a n f r o m t h e r o l l , n e e d f u r t h e r c o n s i d e r a t i o n . T h e y w i l l b e 

c o n s i d e r e d o n l y i f a l l o t h e r e f f o r t s f a i l . 
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T h e i n v e s t i g a t o r ' s c o n t a c t s w i t h e m p l o y e e s i n c l u d e t w o 

e m p l o y e e r e p r e s e n t a t i v e s . T h e y b o t h e x p r e s s e d i n t e r e s t i n t h e 

p l a n a n d s e e m e d t o f e e l t h a t i t w o u l d h e l p t h e m i n t h e i r r e l a 

t i o n s h i p w i t h t h e i r c o n s t i t u e n t s a n d w i t h t h e s u p e r v i s o r s . 

T h e y s e e n , t o n e e d s o m e h e l p a s t h e y f e e l p r e s s u r e f r o m t h e 

e m p l o y e e s u r g i n g a c t i o n t h a t i s o p p o s e d b y t h e s u p e r v i s o r s . 

T h e y a l s o f e e l t h a t a g o o d p a r t o f t h i s d e m a n d f o r a c t i o n i s 

e m o t i o n a l , b u t a s r e p r e s e n t a t i v e s t h e y c a n n o t o p p o s e i t o p e n l y 

a s t h e y w i l l l o s e t h e i r j o b s a s r e p r e s e n t a t i v e s . I n a s m u c h a s 

t h i s s i t u a t i o n i s n o t v e r y s a t i s f a c t o r y t o t h e e m p l o y e e r e p r e 

s e n t a t i v e s o r t h e s u p e r v i s o r s , t h e i n v e s t i g a t o r p l a n s t o w o r k 

a l o n g w i t h t h e f o r m e r t o r e l i e v e a s m u c h o f t h i s s o r t o f p r e s s u r e 

a s p o s s i b l e . 

O n e o t h e r i t e m o f i n t e r e s t m a y b e m e n t i o n e d . T h i s i s 

t h e f a c t t h a t t h e e m p l o y e e s h a v e s p o n t a n e o u s l y a s s o c i a t e d t h i s 

e x p e r i m e n t w i t h t h e o l d i n t e r v i e w i n g p r o g r a m . T h i s h a s h e l p e d 

a g r e a t d e a l i n g e t t i n g t h e i r c o n f i d e n c e a n d i n e s t a b l i s h i n g 

s a t i s f a c t o r y r e l a t i o n s w i t h t h e m . A l m o s t a l l o f t h e m h a v e 

e x p r e s s e d a p p r e c i a t i o n o f t h e i n t e r v i e w a n d o f t h e o p p o r t u n i t y 

t o t a l k t h i n g s o v e r . 

S u m m a r y 

I n g e n e r a l , i t m a y b e s a i d t h a t t h e s e f i r s t s i x w e e k s ' 

w o r k i n d i c a t e t h a t t h e p l a n i s b e g i n n i n g t o s a t i s f y a n e e d t h a t h a s 

b e e n f e l t f o r s o m e t i m e b y s u p e r v i s o r s , e m p l o y e e s , a n d e m p l o y e e r e p r e 

s e n t a t i v e s . T h e s u p e r v i s o r s s e e m a c t i v e l y i n t e r e s t e d i n t h e p l a n 
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a n d , i n s e v e r a l i n s t a n c e s , t h e y h a v e s a i d t h a t t h e y w o u l d ? / e l c o m e 

t h e a s s i s t a n c e t h a t t h e " P e r s o n n e l M a n " m i g h t o f f e r i n h e l p i n g 

t h e m t o g a i n a m o r e c o m p l e t e u n d e r s t a n d i n g o f t h e i r h u m a n p r o b l e m s 

a n d i n g e t t i n g t h e i r t h o u g h t s a n d t h e i r p r o b l e m s u p t h e l i n e . 

W i t h r e g a r d t o t h e e m p l o y e e s , i t i s s u f f i c i e n t t o s a y 

t h a t t h e y a r e a l l a s i n t e r e s t e d i n t h e p l a n a s t h e y w e r e i n t h e 

I n t e r v i e w i n g P r o g r a m . T h e y g o o u t o f t h e i r w a y t o s p e a k t o t h e 

" P e r s o n n e l M a n " w h e n e v e r h e i s i n t h e i r s e c t i o n . T h e y t a l k o p e n l y 

a n d f r e e l y o f t h e i r p r o b l e m s a n d t h i s i n i t s e l f a p p e a r s t o b e 

b e n e f i c i a l t o t h e n . 

I n v i e w o f t h i s e x p e r i e n c e , i t i s f e l t t h a t t h e g r o u n d 

w o r k i s b e i n g l a i d f o r a p r o g r a m t h a t f i t s i n t o s h o p s i t u a t i o n s 

w i t h o u t d i s t u r b i n g t h e w o r k t h a t t h e s e o r g a n i z a t i o n s p e r f o r m a n d 

w h i c h a t t h e s a m e t i / i e c a n g o a l o n g w a y t o w a r d a l l e v i a t i n g m a n y 

o f t h e p r o b l e m s i n d u s t r i a l o r g a n i z a t i o n p r e s e n t s . 

W J D - A C M - 6 0 8 6 - 4 : W C 
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S E C O N D P R O G R E S S R E P O R T O N T H E E X P E R I M E N T  

I N P E R S O N N E L C O U N S E L I N G 

I n a p r e l i m i n a r y r e p o r t o f t h e p r o g r e s s m a d e i n t h e e x p e r i 

m e n t i n p e r s o n n e l c o u n s e l i n g , i s s u e d o n A p r i l 8 , i t w a s t e n t a t i v e l y 

c o n c l u d e d t h a t t h e g r o u n d w o r k w a s b e i n ~ l a i d f o r a p r o g r a m t h a t c o u l d 

f i t i n t o s h o p s i t u a t i o n s w i t h o u t d i s t u r b i n g t h e w o r k t h e s e o r g a n i z a 

t i o n s p e r f o r m a n d w h i c h a t t h e s a m e t i m e c o u l d g o a l o n g w a y t o w a r d 

a l l e v i a t i n g m a n y o f t h e p r o b l e m s c o n f r o n t e d b y t h e s e o r g a n i z a t i o n s . 

T h i s s t a t e m e n t s e e m e d w u r r t n t e d , f i r s t , b e c a u s e o f t h e c o o p e r a t i v e 

a t t i t u d e s t o w a r d t h e e x p e r i m e n t w h i c h w e r e s h o w n b y t h e s u p e r v i s o r s , 

t h e e m p l o y e e s a n d t h e e m p l o y e e r e p r e s e n t a t i v e s , a n d , s e c o n d l y , b e c a u s e 

t h e i n v e s t i g a t o r w a s a b l e t o o b t a i n d a t a r e l e v a n t t o s u p e r v i s o r y a n d 

m a n a g e r i a l p r o b l e m s t h a t h a d n o t p r e v i o u s l y b e e n a v a i l a b l e . I t w a s 

f o u n d t h a t m a n y e m p l o y e e s w e r e r e l u c t a n t a b o u t t a k i n g t h e i r p r o b l e m s 

t o t h e i r s u p e r v i s o r s a n d t h a t m a n y s u p e r v i s o r s w e r e s o o c c u p i e d i n 

r u n n i n g t h e i r j o b s t h a t t h e y h a d v e r y l i t t l e t i m e t o d e v o t e t o s u c h 

p r o b l e m s a n y w a y . M e n t i o n w a s a l s o m a d e o f t h e f a c t t h a t m a n y o f t h e 

p r o b l e m s t h e e m p l o y e e s d i s c u s s e d w e r e m o d i f i e d c o n s i d e r a b l y d u r i n g 

t h e i n t e r v i e w w h e r e a s o t h e r s s e e m e d t o d e m a n d a c t i o n o f s o m e s o r t . 

A t t h a t t i m e t h e i n v e s t i g a t o r h a d n o t f o r m u l a t e d a n y p l a n f o r h a n d l i n g 

t h e l a t t e r c a s e s o t h e r t h a n e n c o u r a g i n g c e r t a i n e m p l o y e e s t o t a k e 

a c t i o n t h e m s e l v e s . 

S u m m a r y o f E x p e r i e n c e S i n c e A p r i l 8 

S i n c e t h e p r e v i o u s r e p o r t w a s i s s u e d t h e a r e a c o v e r e d b y 

t h e e x p e r i m e n t h a s b e e n e x t e n d e d d u e t o a c h a n g e i n t h e o r g a n i z a t i o n 

o f D e p a r t m e n t 6264. T h o I r o n V o r k a n d P o w e r B o a r d S u b - D e p a r t m e n t s w e r e 
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t e k e n f r o m t h i s o r g a n i z a t i o n a n d t h e J a c k R i n g e r a n d K e y S u b - D e p a r t 

m e n t w a s a d d e d t o i t . I t s e e m e d a d v i s a b l e t o c o n t i n u e i n a l l o f t h e 

s u b - d e p a r t m e n t s p r e v i o u s l y c o v e r e d a n d t o i n c l u d e t h e n e w s u b - d e p a r t 

m e n t a s a p a r t o f t h e e x p e r i m e n t . T h i s w o u l d g i v e t h e i n v e s t i g a t o r 

t h e o p p o r t u n i t y a n d e x p e r i e n c e o f d e a l i n g w i t h t w o d e p a r t m e n t c h i e f s 

i n s t e a d o f o n e a s b e f o r e . M t h t h e s a m e t h o u g h t i n m i n d , i t w a s f e l t 

t h a t t h e r e m i g h t b e v a l u e s o b t a i n e d i f t h e e x p e r i m e n t w e r e e x t e n d e d t o 

i n c l u d e t h e C r o s s B a r S w i t c h D e p a r t m e n t . I n a s m u c h a s t h i s d e p a r t m e n t 

w a s b e i n g o r g a n i z e d t o m a n u f a c t u r e a n e n t i r e l y n e w p r o d u c t a n d a 

f o r c e w a s b e i n g b u i l t u p a l m o s t e x c l u s i v e l y o f n e w e m p l o y e e s > i t w a s 

f e l t t h a t t h e i n c l u s i o n o f t h i s g r o u p w o u l d p l a c e a m o r e t y p i c a l 

v a r i e t y o f c o n d i t i o n s w i t h i n t h e s c o p e o f t h e e x p e r i m e n t . A c c o r d i n g l y , 

o n A p r i l 2 0 a l l o f t h e s u p e r v i s o r s i n t h e s e n e w t e r r i t o r i e s w e r e 

a d v i s e d o f t h e e x t e n s i o n o f t h e p r o g r a m a t a m e e t i n g i n M r . R a a b ' s 

o f f i c e . T h i s e x t e n s i o n b r o u g h t i n a b o u t 1 0 0 a d d i t i o n a l e m p l o y e e s 

m a k i n g a t o t a l o f s o m e 3 5 0 w i t h w h o m t h e i n v e s t i g a t o r n o w h a s t o d e a l . 

I n a d d i t i o n t o t h i s f o r c e , t h e i n v e s t i g a t o r i s c o n t a c t i n g t h e t h i r t y - o n e 

s u p e r v i s o r s w h o c o m p r i s e t h e s u p e r v i s o r y s t a f f i n t h e e i g h t s u b - d e p a r t 

m e n t s n o w i n c l u d e d i n t h e e x p e r i m e n t . 

I n a d d i t i o n t o t h i s e x p a n s i o n t h e r e h a s b e e n c o n s i d e r a b l e 

p r o g r e s s m a d e i n t h e e x p e r i m e n t i t s e l f . T h e i n v e s t i g a t o r f e e l s t h a t 

t h e v a l u e s i n t h e e x p e r i m e n t a r e c o m i n g u p t o t h e e x p e c t a t i o n s o f i t 

a s d e s c r i b e d i n t h e p r e v i o u s r e p o r t . I n o t h e r w o r d s , h e f e e l s v e r y 

s t r o n g l y t h a t p r o g r e s s i s b e i n g m a d e t o w a r d c r e a t i n g a m o r e h a r m o n i o u s 

w o r k r e l a t i o n s h i p a m o n g e m p l o y e e s a n d b e t w e e n e m p l o y e e s a n d t h e i r 

s u p e r v i s o r s . I n a d d i t i o n , t h i s b r o a d e r e x p e r i e n c e h a s r e s u l t e d i n 

a m o r e d e f i n i t e i d e a r e g a r d i n g t h e t y p e s o f p r o b l e m t h a t m a y b e 

e x p e c t e d a n d t h e t e c h n i q u e s t h a t m a y b e e m p l o y e d i n s o l v i n g t h e m . 
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O r d i n a r i l y t h e s e p r o b l e m s f a l l i n t o o n e o f t h r e e c l a s s e s ; (1) t h o s e 

w h i c h i n v o l v e a p e r s o n a l a d j u s t m e n t o f t h e e m p l o y e e , (2) t h o s e w h i c h 

r e q u i r e s o m e s o r t o f s u p e r v i s o r y t r a i n i n g , a n d (3) t h o s e w h i c h m a y 

r e q u i r e s o m e a l t e r a t i o n i n t h e w o r k s i t u a t i o n i t s e l f . 

C a s e s R e q u i r i n g P e r s o n a l A d j u s t m e n t 

C a s e s r e q u i r i n g p e r s o n a l a d j u s t m e n t a r e t h o s e i n w h i c h 

r e m e d i a l a c t i o n m u s t c o m e p r i m a r i l y f r o m a r e o r i e n t a t i o n o f 

t h e i n d i v i d u a l t o h i s s u r r o u n d i n g s . I n t h e s e c a s e s t h e d i f f i 

c u l t y i s o r d i n a r i l y n o t i n t h e e x t e r n a l s i t u a t i o n b u t i n t h e 

i n d i v i d u a l ' s p e r s o n a l s i t u a t i o n . T h e s y m p t o m s o r d i n a r i l y 

e n c o u n t e r e d c o m p r i s e s u c h t h i n g s a s e x a g g e r a t e d d e m a n d s o f 

t h e s i t u a t i o n i n w h i c h t h e i n d i v i d u a l i s p l a c e d , i r r a t i o n a l 

f e a r s , f e e l i n g s o f f r u s t r a t i o n , i n f e r i o r i t y o r f u t i l i t y , 

i n a b i l i t y t o a t t e n d t o w o r k , a n d s o o n . I n s u c h c a s e s l i t t l e 

c a n b e a c c o m p l i s h e d a p a r t f r o m s u s t a i n e d , c a r e f u l t r e a t m e n t 

o f t h e i n d i v i d u a l . 

S o f a r f o u r o f t h e s e c a s e s h a v e b e e n e n c o u n t e r e d a m o n g 

t h e t h i r t y - f o u r p e o p l e i n t e r v i e w e d . T h e s e f o u r a r e r a t h e r e x t r e m e 

c a s e s ; t h e r e a r e m a n y o t h e r s w h e r e t h e s a m e g e n e r a l t y p e o f d i f f i 

c u l t i e s a r e p r e s e n t , b u t t h e y a r e m u c h l e s s s e r i o u s a n d d o n o t 

c o n s t i t u t e a m a j o r h a n d i c a p t o t h e i n d i v i d u a l ' s p e r f o r m a n c e . O n e 

o f t h e s e m o r e s e r i o u s c a s e s w a s m e n t i o n e d i n t h e p r e v i o u s r e p o r t . 

T h e i n v e s t i g a t o r h a s h a d s e v e r a l s u b s e q u e n t i n t e r v i e w s w i t h t h i s 

e m p l o y e e a n d t h e p r o g r e s s t o d a t e i s v e r y e n c o u r a g i n g . T h i s 

p r o g r e s s i s n o d o u b t d u e i n p a r t t o t h e i n t e r v i e w s , b u t i t i s 

a l s o d u e i n n o s m a l l m e a s u r e t o t h e i n t e r e s t a n d c o o p e r a t i o n 

s h o w n b y h i s c u p o r v i s o r s . A m o n g t h e t h r e e n e w e r c a s e s , 
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o n e o f t h e m h a s b e e n a m a n a g e m e n t p r o b l e m f o r s o m e t i m e . H i s 

g e n e r a l a t t i t u d e i s t h a t " t h e c o m p a n y o w e s m e a l i v i n g " . T h i s 

a t t i t u d e i n i t s e l f i s a d i f f i c u l t o n e f o r a s u p e r v i s o r t o h a n d l e . 

I t i s m a d e e v e n m o r e d i f f i c u l t i n t h i s c a s e b e c a u s e t h e i n d i 

v i d u a l d o e s n o t s e e m t o b e a p p r e c i a t i v e o f t h e f a c t t h a t t h e 

C o m p a n y o n t w o d i f f e r e n t o c c a s i o n s w e n t t o c o n s i d e r a b l e t r o u b l e 

t o h e l p h i m . T h e s u p e r v i s o r s n o w h a n d l e h i m w i t h " s i l k g l o v e s " 

t o a v o i d s t i r r i n g u p m o r e t r o u b l e . O f t h e o t h e r t w o c a s e s , , o n e 

d e v e l o p s h e a d a c h e s o r o t h e r p h y s i c a l a i l m e n t s i m m e d i a t e l y h e i s 

p u t u n d e r p r e s s u r e o r t o l d t o d o s o m e t h i n g h e d o e s n ' t l i k e . T h e 

o t h e r c a s e i s o n e i n w h i c h t h e i n d i v i d u a l ' s f a m i l y s i t u a t i o n h a s 

l e d t o e x h o r b i t a n t d e m a n d s o f a n d c o r r e s p o n d i n g d i s a p p o i n t m e n t s 

w i t h t h e C o m p a n y . A l t h o u g h ' i t i s n o t s a f e t o g e n e r a l i z e f r o m 

s u c h a s a m p l e a s t h i s , t h e i n d i c a t i o n s a r e t h a t t h e s e p r o b l e m s 

o f p e r s o n a l m a l a d j u s t m e n t m a y b e m o r e c o m m o n t h a n i s f r e q u e n t l y 

s u p p o s e d a n d o n e w o r t h y o f s e r i o u s a t t e n t i o n . 

C a s e s R e q u i r i n g S o m e S o r t o f S u p e r v i s o r y T r a i n i n g 

A l t h o u g h t h e i n v e s t i g a t i o n h a s n o t p r o c e e d e d f a r e n o u g h 

t o p r o v i d e a w e l l r o u n d e d p i c t u r e o f t h i s p r o b l e m , i t i s e v i d e n t 

t h a t s o m e s u p e r v i s o r s m i g h t s p e n d m o r e t i m e o r g i v e m o r e a t t e n t i o n 

t o c e r t a i n p r o b l e m s i f t h e y k n e w o f t h e i r e x i s t e n c e . T h e s e 

p r o b l e m s v a r y a l l t h e w a y f r o m i n d i v i d u a l d i f f i c u l t i e s s i m i l a r 

t o t h o s e d e s c r i b e d t o s u c h g r o u p p r o b l e m s a s r e s t r i c t i o n o f o u t p u t . 

I t l o o k s a s t h o u g h c o n s i d e r a b l e t r a i n i n g v a l u e w i l l b e d e r i v e d 

t h r o u g h d i s c u s s i n g s u c h p r o b l e m s w i t h i n d i v i d u a l s u p e r v i s o r s . 

I n a d d i t i o n t o s u c h i n d i v i d u a l t r a i n i n g , t h e i n v e s t i g a t o r f e e l s 
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t h a t p r o b l e m s w i l l a r i s e f r o m t i m e t o t i m e w h i c h c a n b e s t b e 

h a n d l e d t h r o u g h g r o u p c o n f e r e n c e s . W h e r e s u c h p r o b l e m s a r e 

c o n f i n e d t o a d e p a r t m e n t o r a r e p e c u l i a r t o c e r t a i n w o r k 

s i t u a t i o n s t h e s e c o n f e r e n c e s w i l l b e c o n d u c t e d b y t h e 

p e r s o n n e l c o u n s e l o r h i m s e l f . I f , o n t h e o t h e r h a n d , t h e 

p r o b l e m i s f a i r l y g e n e r a l i t w i l l b e r e f e r r e d t o t h e 

S u p e r v i s o r y T r a i n i n g S e c t i o n f o r d i s p o s a l . O n e s u c h 

p r o b l e m a t t h e p r e s e n t t i m e i s t h a t o f t r a i n i n g n e w e m 

p l o y e e s a n d i n d u c t i n g t h e m i n t o t h e o r g a n i z a t i o n . T h i s 

p r o b l e m i s b e i n g v / o r k e d o u t b y t h e s u p e r v i s o r y t r a i n i n g 

g r o u p a t t h e p r e s e n t t i m e . 

C a s e s R e q u i r i n g A l t e r a t i o n s i n t h e W o r k S i t u a t i o n 

F r o m t h e d a t a g a t h e r e d f r o m t h e i n t e r v i e w s t a k e n s o 

f a r , i t l o o k s a s t h o u g h t h e c h i e f p r o b l e m s u n d e r t h i s h e a d i n g 

a r e r e l a t e d t o j o b p l a c e m e n t . F o r e x a m p l e , o n e e m p l o y e e w h o 

i s t h o r o u g h l y d i s s a t i s f i e d w i t h h i s w o r k n o w , f o r m e r l y s p e n t 

m o s t o f h i s t i m e o n t h e s a m e t y p e o f w o r k b u t i t w a s i n 

a n o t h e r o r g a n i z a t i o n a n d w a s m o r e c o m p l e x . H e d i d n o t m e n t i o n 

a t r a n s f e r t o t h e i n v e s t i g a t o r b u t s u c h a c t i o n i s i n d i c a t e d 

a s a t l e a s t a p a r t i a l s o l u t i o n t o h i s d i s s a t i s f a c t i o n . A n o t h e r 

i n s t a n c e , i s t h a t o f a n e x - s u p e r v i s o r w h o s e o u t s i d e 

i n t e r e s t s a r e i n s o c i a l w o r k a n d c o m m u n i t y a c t i v i t i e s . T h i s 

p e r s o n m i g h t b e m u c h m o r e v a l u a b l e t o t h e C o m p a n y i f h e w e r e 

o f f e r e d w o r k m o r e i n l i n e w i t h h i s i n t e r e s t s a n d e x p e r i e n c e . 

A t t h e p r e s e n t t i m e t h e s e c a s e s r e q u i r e m o r e s t u d y . T h e y a r e 
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m e n t i o n e d h e r e a s a p o s s i b l e a c t i v i t y w h i c h w i l l r e q u i r e c o n 

s i d e r a b l e a t t e n t i o n i n t h e n e a r f u t u r e . 

I n a d d i t i o n t o m a k i n g t h e s e r o u g h d i s c r i m i n a t i o n s a m o n g 

t h e v a r i o u s k i n d s o f p r o b l e m h e h a s e n c o u n t e r e d , t h e i n v e s t i g a t o r 
0 

h a s o b s e r v e d a g e n e r a l s h i f t o n t h e p a r t o f t h e s u p e r v i s o r s 

t o w a r d m o r e i n t e r e s t i n t h e i r p e r s o n n e l p r o b l e m s . T h i s i s m o s t 

n o t i c e a b l e i n l o c a t i o n s w h e r e t h e y a r e n o t b u r d e n e d w i t h a n 

e x c e s s i v e a m o u n t o f d e t a i l w o r k . T h i s c h a n g e t o g e t h e r w i t h 

t h e s p i r i t o f c o o p e r a t i o n s h o w n b y t h e s u p e r v i s o r s t h r o u g h o u t 

t h e e x p e r i m e n t i s w o r t h y o f n o t i n g . T h i s c h a n g e i n a t t i t u d e 

t o w a r d p e r s o n n e l p r o b l e m s i s p r o b a b l y d u e l a r g e l y t o t h e i n v e s t i 

g a t o r ' s g e n e r a l a c t i v i t i e s a s a p e r s o n n e l c o u n s e l o r r a t h e r 

t h a n t o a n y s p e c i f i c a d v i c e o r t r a i n i n g h e h a s g i v e n t h e m . 

p r o b l e m s i n C o n n e c t i o n w i t h t h e E x p e r i m e n t 

T h e a c t i v i t i e s d e s c r i b e d s u g g e s t t h a t t h e e x p e r i m e n t i s 

s l o w l y p r o v i n g i t s e l f i n a s a w o r t h w h i l e u n d e r t a k i n g . D u r i n g t h i s 

t i m e , h o w e v e r , c e r t a i n p r o b l e m s h a v e a r i s e n w h i c h s h o u l d b e d i s c u s s e d 

a t t h i s t i m e . 

F i r s t , t h e r e i s a n e e d t o g a t h e r d a t a m o r e r a p i d l y a n d 

i n t u r n g i v e e m p l o y e e s a n o p p o r t u n i t y t o t a l k t o t h e c o u n s e l o r m o r e 

f r e q u e n t l y . T h e v a l u e s i n t h i s a r e a a r e o b v i o u s . I f t h e e x p e r i m e n t 

• w a s b e i n g c a r r i e d o u t m o r e i n t e n s i v e l y , d a t a w o u l d b e a v a i l a b l e a t 

a l l t i n e s o n q u e s t i o n s o f i m p o r t a n c e a t t h e m o m e n t . F o r e x a m p l e , 

d a t a w o u l d b e r e a d i l y a v a i l a b l e o n s u c h a q u e s t i o n a s t h e a t t i t u d e 

o f t h e n e w e m p l o y e e t o w a r d t h e C o m p a n y a n d h i s t r a i n i n g n e e d s . 

S i m i l a r l y s u c h a q u e s t i o n a s t h e e f f e c t o f t h e c o m i n g r a t e r e v i s i o n 

o n t h e e m p l o y e e s w h o w i l l h a v e t h e i r h o u r l y r a t e s r e d u c e d c o u l d b e 

r e a d i l y a n s w e r e d i f m o r e i n v e s t i g a t o r s v ; e r e i n t h e f i e l d . 

U N I V E R S I T Y O F W I S C O N S I N - M I L W A U K E E 
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I n c i d e n t a l l y , t h e i n v e s t i g a t o r i s n o w w o r k i n g o n t h e l a t t e r p r o b l e m 

a n d i s i n t e r v i e w i n g t h e p e o p l e w h o w i l l b e t h u s a f f e c t e d , b u t p r o g r e s s 

t o d a t e i s u n s a t i s f a c t o r y d u e t o i n s u f f i c i e n t t i m e . 

A s e c o n d a n d q u i t e d i f f e r e n t p r o b l e m i s t h a t o f h a n d l i n g t h e 

m a t e r i a l g a t h e r e d b y t h e c o u n s e l o r . U n d e r t h e o l d i n t e r v i e w i n g p r o g r a m 

t h i s p r o b l e m d i d n o t a r i s e b e c a u s e t h e m a t e r i a l w a s d i v o r c e d f r o m 

p a r t i c u l a r p e r s o n a l i t i e s a n d w a s u s e d o n l y i n a g e n e r a l w a y . T h e 

c o u n s e l o r , h o w e v e r , m u s t l e a r n t o u s e t h i s m a t e r i a l s o a s t o g e t t h e 

m o s t g o o d o u t o f i t , y e t at t h e s a m e t i m e b e f a i t h f u l t o t h e t r u s t 

p l a c e d i n h i m b y e m p l o y e e s a n d s u p e r v i s o r s . T h i s r e q u i r e s g o o d 

j u d g m e n t , c a r e f u l a n a l y s i s o f e a c h s t e p t a k e n a n d e x p e r i e n c e i n 

h a n d l i n g a w i d e v a r i e t y o f p r o b l e m s . A t p r e s e n t i t i s f e l t t h a t 

t h e s u r e s t s a f e g u a r d i s t o p r o c e e d c a r e f u l l y a n d t o r e f r a i n f r o m 

a n y a c t i o n t h e c o n s e q u e n c e s o f w h i c h c a n n o t b e p r e t t y w e l l t h o u g h t 

t h r o u g h . A n a t t e m p t i s b e i n g m a d e t o w r i t e u p t h e m o s t i n t e r e s t i n g 

o f t h e s e p r o b l e m s t o g e t h e r w i t h t h e s t e p s t a k e n i n h a n d l i n g t h e m 

w i t h t h e h o p e t h a t t h e y c a n l a t e r b e c l a s s i f i e d a n d u s e d a s c a s e 

m a t e r i a l i n t r a i n i n g n e w c o u n s e l o r s . 

F i n a l l y t h e r e i s t h e p r o b l e m o f d e v e l o p i n g n e w c o u n s e l o r s 

s o t h a t t h e y c a n c a r r y on t n i s w o r k i n o t h e r l o c a t i o n s . I t i s h o p e d 

t h a t t h e m e n a s s i g n e d t o t h i s w o r k w i l l e v e n t u a l l y d e v e l o p t o a 

p o i n t v / h e r e t h e y c a n c a r r y o n b y v i r t u e o f t h e i r o w n i n i t i a t i v e 

a n d r e s o u r c e f u l n e s s . Too m u c h s u p e r v i s i o n would be l i k e l y t o s p o i l 

a p r o g r o i o f this sort. The p e r s o n n e l c o u n s e l o r s h o u l d be able t o 

stand on his own feet and meet p r o b l e m s as they arise. The diffi

culty at present is that there are not many people with the neces-

3?Tzr training and e x p e r i e n c e available. A training program has been 
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d e v i s e d t o m e e t t h i s p r o b l e m , h o w e v e r , w h i c h s h o u l d w o r k s a t i s f a c t o r i l y . 

U n d e r t h i s p l a n t h e b e g i n n e r w i l l b e g i v e n a s m u c h t r a i n i n g a s h e c a n 

a s s i m i l a t e i n t h e r e l e v a n t b r a n c h e s o f p s y c h o l o g y a n d s o c i o l o g y . T h i s 

w i l l b e d o n e i n f o r m a l l y a n d s o f a r a s p o s s i b l e i t w i l l b e s h a p e d w i t h 

r e f e r e n c e t o c o n c r e t e p r o b l e m s w h i c h t h e b e g i n n e r c o n f r o n t s i n h i s 

w o r k . T h e b e g i n n e r w i l l w o r k i n c o n j u n c t i o n w i t h a n e x p e r i e n c e d 

i n v e s t i g a t o r . A t f i r s t h e w i l l b e l i m i t e d t o t a k i n g i n t e r v i e w s w i t h 

e m p l o y e e s , l e a v i n g t h e p r o b l e m o f d e a l i n g w i t h t h i s m a t e r i a l t o t h e 

s e n i o r c o u n s e l o r . H e w i l l , h o w e v e r , b e i n c l o s e t o u c h w i t h t h e 

s e n i o r c o u n s e l o r w h o w i l l o v e r a p e r i o d o f t i m e g r a d u a l l y d e l e g a t e 

m o r e a n d m o r e r e s p o n s i b i l i t y t o h i m . I n t h i s w a y t h e n e c e s s a r y 

c o n t r o l o v e r t h e n e w c o u n s e l o r s w i l l b e a s s u r e d a l l d u r i n g t h e t r a i n 

i n g p e r i o d . 

P r o p o s e d E x t e n s i o n o f t h e P l a n 

I n o r d e r t o w o r k t o w a r d a s o l u t i o n o f t h e p r o b l e m s o u t l i n e d 

a b o v e , i t i s p r o p o s e d t o a s s i g n t w o - m o r e p e o p l e t o t h e t e r r i t o r y n o w 

i n c l u d e d i n t h e e x p e r i m e n t . O n e o f t h e s e p e o p l e w o u l d a s s i s t t h e 

p r e s e n t i n v e s t i g a t o r b y t a k i n g i n t e r v i e w s w i t h e m p l o y e e s . I t i s u n 

n e c e s s a r y f o r h i m t o h a v e h a d m u c h t r a i n i n g a s o n e o f t h e r e a s o n s f o r 

a d d i n g t h i s p e r s o n i s t o t e s t o u t t h e t r a i n i n g p r o g r a m o u t l i n e d a b o v e 

a n d t o s e e w h e t h e r o r n o t t h e p r e s e n t i n v e s t i g a t o r c a n u s e e f f e c t i v e l y 

m a t e r i a l g a t h e r e d b y s o m e o n e e l s e . T h e o t h e r p e r s o n , h o w e v e r , s h o u l d 

h a v e a w e l l r o u n d e d b a c k g r o u n d o f e x p e r i e n c e a n d t r a i n i n g a s i t i s 

h o p e d t h a t a f t e r a s h o r t t i m e h e c a n b e a s s i g n e d a t e r r i t o r y o f h i s 

o w n . 

U N I V E R S I T Y O P W I S C O N S I N - M I L W A U K E E 
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I n a d d i t i o n t o d o i n g t h i s m o r e i n t e n s i v e w o r k i n t h e o r 

g a n i z a t i o n s n o w i n c l u d e d i n t h e e x p e r i m e n t , i t i s s u g g e s t e d t h a t t h e 

p l a n b e e x t e n d e d t o i n c l u d e t h e S t a t i o n A p p a r a t u s S h o p s . T h e r e a s o n 

f o r t h i s r e q u e s t i s t h a t t h e r e , - b e t t e r t h a n a n y w h e r e e l s e , t h e m a n y 

* r e c e n t c h a n g e s w h i c h h a v e b e e n m a d e i n w o r k a n d i n o r g a n i z a t i o n c a n 

f b e o b s e r v e d a n d s t u d i e d . A l s o i t i s b e l i e v e d t h a t t h e p r o d u c t t y p e 

o r g a n i z a t i o n m a y p r e s e n t m a n y n e w s u p e r v i s o r y a n d p e r s o n n e l p r o b l e m s 

w h i c h w e r e n o t e n c o u n t e r e d u n d e r t h e f u n c t i o n a l o r g a n i z a t i o n . T w o 

p e o p l e , o n e m a n a n d o n e w o m a n , w o u l d b e r e q u i r e d t o b e g i n w o r k i n 

t h i s t e r r i t o r y . B o t h o f t h e s e p e o p l e s h o u l d b e e x p e r i e n c e d a n d d e 

p e n d a b l e a s t h e y w o u l d h a v e t o c a r r y o n t h e i r w o r k m o r e o r l e s s b y 

t h e m s e l v e s . 

V / J D : A C M - 8 3 1 - 4 - A P 
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Supplementing my letter July 1, about the personnel 

experiment of the ICash Motor Company in Wisconsin, 

Herewith are two copies of Mr. Kennedy's letter 

January 23, 1935, with an interesting article about employee 

relations in the automobile industry. The author is Frank J. 

Oliver, Industrial Coordinator at the university of Detroit, 

whose article appeared in the January issue of the Factory 

magazine. 

J 

Att. 
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Western Electric Company 
INCORPORATED 

195 B R O A D W A Y NEW YORK 

COrtlanot 7-7700 
N R E P L Y R E F E R T O 

J a n u a r y 2 3 , 1 9 3 5 

P E R S O N A L A N D C O N F I D E N T I A L 

I a r n a t t a c h i n g a c o p y o f a n a r t i c l e e n t i t l e d " I t ' s ' H o u r 

H a t e s ' i n D e t r o i t " b y F r a n k J . O l i v e r , I n d u s t r i a l C o - o r d i n a t o r o f 

t h e U n i v e r s i t y o f D e t r o i t , w h i c h a p p e a r e d i n t h e J a n u a r y i s s u e o f 

F a c t o r y m a g a z i n e . 

" f l i i l e t h i s a r t i c l e d e a l s s p e c i f i c a l l y o n t h e t r a n s i t i o n 

f r o m p i e c e w o r k t o d a y w o r k r a t e i n t h e a u t o m o b i l e p l a n t s a t D e t r o i t , 

i t c o n t a i n s a c o n s i d e r a b l e a m o u n t o f i n f o r m a t i o n w h i c h i s d i r e c t l y 

a p p l i c a b l e t o o u r p r o b l e m . 

Y o u w i l l n o t e t h a t t h e g e n e r a l p h i l o s o p h y o f t h e d a y w o r k 

p a y m e n t i d e a t i e s r i g h t i n w i t h o u r p r o g r e s s i o n p l a n a s u s e d i n t h e 

D i s t r i b u t i n g H o u s e S h o p s a n d p o i n t s o u t q u i t e c l e a r l y t h e r e s p o n s i 

b i l i t i e s w h i c h n e c e s s a r i l y g o w i t h s u c h a b a s i s o f p a y m e n t . 

S o m e o f t h e i n f o r m a t i o n b r o u g h t o u t i n t h i s a r t i c l e w i l l n o 

d o u b t b e u s e f u l i n y o u r d i s c u s s i o n s w i t h y o u r E m p l o y e e R e p r e s e n t a t i v e s , 

b u t p r o b a b l y s h o u l d n o t b e u s e d a s q u o t a t i o n s f r o m i t . 

A t t . 

L e t t e r t o M a n a g e r s 

C o p y t o G e n e r a l M a n a g e r s o f D i s t r i b u t i o n . 

M e r c h a n d i s e M a n a g e r s 

G e n e r a l S a l e s E n g i n e e r 

F C : D G e n e r a l T e l e p h o n e S a l e s M a n a g e r . 
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^ I T ' S " H O U R R A T E S " I N D E T R O I T 

i*. S o m e o f t h e r e a s o n s w h y a g r o u p o f i m p o r t a n t a u t o m o b i l e m a n u -

f - f a c t u r e r s f i n d i t e x p e d i e n t t o a b a n d o n p i e c e w o r k a n d b o n u s . 

P R A M J . O L I V E R 

I n d u s t r i a l C o - o r d i n a t o r , U n i v e r s i t y o f D e t r o i t 

S i n c e M a r c h o f l a s t y e a r , a n d i n i n c r e a s i n g n u m b e r s s i n c e t h e s t a r t o f 

p r o d u c t i o n o n n e w m o d e l s i n D e c e m b e r , t h e p r i n c i p a l a u t o m o b i l e m a n u f a c t u r e r s 

a n d a f e w o f t h e b o d y p l a n t s i n D e t r o i t a n d v i c i n i t y h a v e b e e n q u i e t l y s w i n g i n g 

b a c k t o t h e s t r a i g h t h o u r l y w a g e i n p l a c e o f g r o u p b o n u s a n d p i e c e r a t e s . 

T h e c h a n g e w a s m a d e i n s o m e p l a n t s p r o g r e s s i v e l y , d e p a r t m e n t b y d e p a r t m e n t , 

i n a p e r i o d o f d e c l i n i n g p r o d u c t i o n ; i n o t h e r s w i t h t h e b e g i n n i n g o f n e w m o d e l 

p r o d u c t i o n . C o u p l e d w i t h F o r d ' s w o r k e r s , w h o h a v e a l w a y s b e e n o n a d a y r a t e , 

t h i s m o v e p l a c e s a l a r g e p e r c e n t a g e o f G r e a t e r D e t r o i t ' s f a c t o r y e m p l o y e e s o n 

a n h o u r l y r a t e b a s i s . 

G r o u p b o n u s , g r o u p p i e c e w o r k , a n d i n d i v i d u a l p i e c e w o r k h a v e b e e n t h e o n l y 

f o r m s o f w a g e i n c e n t i v e p l a n s u s e d t o a n y e x t e n t i n t h e a u t o m o b i l e i n d u s t r y i n 

t h e p a s t d e c a d e . T h e g r o u p b o n u s a n d g r o u p p i e c e w o r k p l a n s l e n t t h e m s e l v e s 

r e a d i l y t o a s t a n d a r d c o s t s y s t e m , a s t h e b o n u s w a s u s u a l l y s e t s o t h a t l a b o r 

c o s t s r e m a i n e d c o n s t a n t a b o v e 1 0 0 p e r c e n t e f f i c i e n c y . G r o u p e f f i c i e n c i e s 

s e l d o m w e n t b e l o w t h e t a s k a n d g e n e r a l l y a v e r a g e d 1 1 5 p e r c e n t o f t a s k , w h i c h 

w a s l i b e r a l a n d d i d n o t s e t a k i l l i n g p a c e . • i T i t h t h e g r o u p p i e c e w o r k s y s t e m , 

a s w i t h i n d i v i d u a l p i e c e w o r k , l a b o r c o s t s b y t h e v e r y n a t u r e o f t h e s e t - u p 

a r e s t a n d a r d i z e d . 

S o m u c h f o r t h e i m m e d i a t e h i s t o r y a n d b a c k g r o u n d . T h i s a r t i c l e w i l l 

a t t e m p t t o a n s w e r s o m e o f t h e q u e s t i o n s t h a t c o m e t o m i n d w h e n s o m e o f t h e 

i m p l i c a t i o n s o f t h e c h a n g e a r e c o n s i d e r e d . 

W h a t I s T h i s ? 

I s t h i s a s t e p f o r w a r d o r b a c k w a r d ? I s i t a r e c o g n i t i o n o f s o m e o f t h e 

p r i n c i p l e s o f b e t t e r e m p l o y e e r e l a t i o n s h i p s ? I s i t a f r a n k a d m i s s i o n t h a t t h e 

c o n v e y o r a n d t h e m a c h i n e c y c l e t i m e t h e o p e r a t i o n a n d p r o v i d e a l l t h e i n c e n t i v e 

n e c e s s a r y ? O r i s i t p a r t o f t h e s t r a t e g y o f s h a d o w b o x i n g w i t h o r g a n i z e d l a b o r ? 

W h i c h w a y h a s p l a n t e f f i c i e n c y g o n e , u p o r d o w n ? W h a t c h a n g e s h a v e b e e n 

f o u n d n e c e s s a r y i n a p p l y i n g t h e o l d t i m e s t u d i e s ? W h a t c h a n g e s i n c o s t a c c o u n t 

i n g ? 

S u c h a f u n d a m e n t a l c h a n g e i n l a b o r p o l i c y i s p r o f o u n d l y s i g n i f i c a n t b e c a u s e 

t h e e m p l o y e e ' s p a y e n v e l o p e i s t h e v e r y h e a r t o f a l l i n d u s t r i a l r e l a t i o n s . Y e a r 

l y w a g e s p a i d o u t i n o n e o f t h e s e l a r g e p l a n t s o f t e n e q u a l t h e e n t i r e c a p i t a l 

i n v e s t m e n t i n p l a n t a n d m a c h i n e r y . M u s t w e r e v i s e o u r c o n c l u s i o n t h a t d a y w o r k 

i s o f t e n i n a d e q u a t e a n d u n f a i r b o t h t o e m p l o y e r a n d e m p l o y e e i n m o d e r n m a s s 

p r o d u c t i o n ? 

H o , p r o b a b l y n o t ! S h e c h i e f r e a s o n f o r t h e c h a n g e i s t h a t c h a n g i n g c o n 

d i t i o n s m a k e d i f f e r e n t r e q u i r e m e n t s . U n d e r t o d a y ' s c o n d i t i o n s t h e s t r a i g h t 

h o u r l y w a g e i s c o n s i d e r e d t h e b e s t t h i n g . T h e o l d i n c e n t i v e s a r e n o l o n g e r 

o p e r a b l e , l l e x t y e a r t h i n g s m a y b e d i f f e r e n t . A w e e k l y w a g e m a y b e t h e o r d e r 

o f t h e d a y . I n t h e s e c h a n g i n g t i m e s t h e r e i s n o s u c h t h i n g a s a p e r m a n e n t p o l i c y . 

U N I V E R S I T Y O P W I S C O N S I N - M I L W A U K E E 



2. 

T h i s s o r t o f a t t i t u d e i m p l i e s t h a t t h e c h a n g e i s a m a t t e r o f e x p e d i e n c y . 

I n f a c t t h e m o s t s i g n i f i c a n t s t a t e m e n t o n t h i s s c o r e w a s t h e r e m a r k o f a n e x 

e c u t i v e t o t h e e f f e c t t h a t " o f c o u r s e , t h e r e a r e c e r t a i n l a b o r s l a n t s w e d o n ' t 

w a n t t o t a l k a b o u t " . H e d i d n o t e x p a n d o n t h i s p o i n t , b u t i n m y o p i n i o n w h a t 

h e r e f e r r e d t o w a s t h e f a c t t h a t , i n t h e u n d e r c o v e r s t r u g g l e g o i n g o n i n d e 

f e n s e o f t h e o p e n s h o p , r e a l e f f o r t s a r e b e i n g m a d e t o k e e p l a b o r q u i e t . 

W r i t i n g i n " A u t o m o t i v e I n d u s t r i e s 1 1 r e c e n t l y * A t h e l F . D e n h a m b l u n t l y 

s t a t e s : " I n i t i a t e d b y l a b o r a n d p a r t i c u l a r l y t h e A . F . o f L . , t h e m o v e m e n t 

t o w a r d s t r a i g h t d a y - r a t e w a g e s h a s g a t h e r e d a m o m e n t u m a t p r e s e n t w h i c h b i d s 

f a i r t o c a r r y a m a j o r p a r t o f t h e i n d u s t r y w i t h i t . I f o r g a n i s e d l a b o r i n 

c r e a s e s i t s p o w e r , t h e r e i s l i t t l e l i k e l i h o o d o f w i d e s p r e a d r e t u r n s t o b o n u s 

s y s t e m s , u n l e s s m a j o r p o l i c y c h a n g e s a r e m a d e b y s u c h o r g a n i z a t i o n s . " 

T h e n T h e r e I s 7 ( a ) 

I n t h e f a c e o f s u c h a s i t u a t i o n , a n d w i t h S e c t i o n 7 ( a ) h a n g i n g o v e r h i s 

h e a d , n o m a n u f a c t u r e r w a n t s t o f a c e a g r o u p o f c o l l e c t i v e b a r g a i n e r s o v e r a 

r e a l i s s u e i f i t c a n b e h e l p e d . T h e p r o b l e m t h e n b e c o m e s o n e o f s i m p l y n o t 

l e t t i n g t h e i s s u e s e v e r g e t h o t e n o u g h f o r a r e a l d e b a t e . 

I n G e n e r a l M o t o r s ' s r e c e n t l y p u b l i s h e d p o l i c y o n e m p l o y e e r e l a t i o n s h i p s , 

f o r e x a m p l e , t h e s e t - u p i s o b v i o u s l y d e s i g n e d f o r t h e s e t t l e m e n t o f a l l d i s 

p u t e s w i t h i n t h e o r g a n i z a t i o n , t o p r e v e n t a s f a r a s p o s s i b l e a c a s e f r o m e v e r 

h a v i n g t o b e p r e s e n t e d t o t h e A u t o m o b i l e L a b o r B o a r d . 

I n a n o t h e r c o r p o r a t i o n s e v e r e p e n a l t i e s a r e p l a c e d o n a f o r e m a n f o r f a i l 

i n g t o b r i n g t o t h e a t t e n t i o n o f t h e m a n a g e m e n t a n y s i t u a t i o n t h a t m i g h t h a v e 

s u c h a k i c k - b a c k . W h i l e q u e s t i o n s o f w a g e p a y m e n t p l a n s d o n o t p r o p e r l y b e c o m e 

s u b j e c t t o a n y c o n s t i t u t e d b o a r d * s j u r i s d i c t i o n , t h e y h a v e f o r m e d o n e o f t h e 

c h i e f t o p i c s o f d e b a t e i n w o r k s c o u n c i l s e s s i o n s . I t w o u l d h a v e b e e n a m i s t a k e 

i n p o l i c y t o h a v e l e t t h i s o n e i s s u e b e c o m e t h e r a l l y i n g p o i n t f o r g r o u p a c t i o n 

o n a l a r g e s c a l e . 

I f p a r t o f t h e p r o c e s s o f k e e p i n g l a b o r q u i e t l i e s i n a b o l i s h i n g p i e c e 

r a t e s a n d g r o u p b o n u s , t h e r e m u s t h a v e b e e n s o m e f a u l t s w i t h t h e s y s t e m . T h e 

m a i n o b j e c t i v e o f t h e c h a n g e , a s I v i e w i t , i s i n c r e a s e d s a t i s f a c t i o n o f t h e 

w o r k i n g f o r c e — b e t t e r p l a n t m o r a l e . 

N o t A b l e t o E a r n R a t e s 

O n e o f t h e b i g g e s t k i c k s o n t h e p a r t o f t h e m e n u n d e r t h e o l d s y s t e m w a s 

t h e p e a k s a n d v a l l e y s i n e a r n i n g s e n c o u n t e r e d i n s t a r t i n g n e w m o d e l s o r b e c a u s e 

o f f l u c t u a t i o n s i n s c h e d u l e s a n d o t h e r i n t e r r u p t i o n s t o p r o d u c t i o n . T o o f r e 

q u e n t l y t h e m e n w e r e n o t a b l e t o e a r n t h e i r r a t e s b e c a u s e o f m a t e r i a l s h o r t a g e s 

a n d m a c h i n e b r e a k d o w n s — f a u l t s d i r e c t l y c h a r g e a b l e t o m a n a g e m e n t . 

T h e m e n c o u l d n o t b u d g e t t h e i r e x p e n s e s r e a d i l y b e c a u s e t h e y c o u l d n o t 

e s t i m a t e t h e i r e a r n i n g s c l o s e l y . F u r t h e r m o r e , t h e y o f t e n f o u n d i t d i f f i c u l t 

t o c o m p u t e t h e i r e a r n i n g s , e v e n t h o u g h s o m e t i m e s e f f i c i e n c i e s a n d r a t e s w e r e 

p o s t e d d a i l y t o a i d t h e s e c a l c u l a t i o n s . 

* " D a y R a t e s S u p p l a n t G r o u p B o n u s , » B e e . 8̂  1934. 
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W i t h , g r o u p b o n u s i t h a s a l w a y s b e e n d i f f i c u l t t o f i n d a c o m p l e t e l y s a t i s f i e d 

g r o u p . T h e f a s t m a n f e e l s h e i s b e i n g h e l d b a c k , a s i n d e e d h e o f t e n i s , a n d t h e 

s l o w o n e i s t h e g o a t o f a l l t h e o t h e r s . I n a 1 0 - m a n g r o u p , i f o n e m a n i n c r e a s e s 

h i s o u t p u t 1 0 p e r c e n t , h e g a i n s o n l y 1 p e r c e n t b o n u s b e c a u s e t h e i n c r e a s e d 

e f f i c i e n c y i s s h a r e d b y a l l m e m b e r s o f t h e g r o u p . S u c h a s i t u a t i o n t e n d s t o 

b r i n g t h e o u t p u t d o w n t o t h e l e v e l o f t h e a v e r a g e l o w p r o d u c e r o f t h e g r o u p , 

a n d t h e i n c e n t i v e f a i l s , 

P i e c e r a t e s o r g r o u p b o n u s a r e u s u a l l y c o m p u t e d o n t h e b a s i s o f a l l o w i n g 

t h e a v e r a g e w o r k e r t o e a r n a f i x e d a m o u n t a d a y , s a y $ 6 . 5 0 . T h e r e i s a g r e a t 

t e m p t a t i o n o n t h e p a r t o f m a n a g e m e n t t o f i n d s o m e e x c u s e t o c u t t h e r a t e i f 

t h e e a r n i n g s o f a w o r k e r o r g r o u p o f w o r k e r s i s m u c h o u t o f l i n e w i t h o t h e r 

e a r n i n g s i n t h e p l a n t . 

M a k i n g c o n s i d e r a b l e o r e v e n s l i g h t c h a n g e s i n t h e m e t h o d o r i n t r o d u c i n g 

n e w t o o l s o r m a c h i n e r y a r e l e g i t i m a t e r e a s o n s , b u t t h e r a t e i s g e n e r a l l y c u t s o 

t h a t t h e a v e r a g e w o r k e r s t i l l e a r n s h i s $ 5 . 5 0 a d a y . M a n a g e m e n t d o e s n o t t e n d 

t o s h a r e t h e b e n e f i t s o f n e w m e t h o d s w i t h t h e w o r k e r s . N o t e v e r y s h o p o p e r a t e s 

o n s u c h a p o l i c y , b u t t h e a v e r a g e D e t r o i t m e c h a n i c h a s w o r k e d i n a d o z e n p l a n t s , 

a n d g e n e r a l i m p r e s s i o n s p e r s i s t . 

A s a r e s u l t t h e s e m e n g e t t h e i d e a t h a t t h e r e i s a v e r y d e f i n i t e l i m i t b e 

y o n d w h i c h t h e y d a r e n o t g o . T h e y a r e a f r a i d t o " k i l l " t h e j o b f o r t h e m s e l v e s 

a n d t h e i r f e l l o w w o r k e r s . A n d t h e f e l l o w w h o k i l l s h i m s e l f i n a g r o u p i s j u s t 

a " s u c k e r " . T h e r e h a v e b e e n n u m e r o u s c a s e s o f d i r e c t s o l d i e r i n g o n t h e j o b f o r 

f e a r t h e r a t e w i l l b e c u t . F e a r o f s c o r n o r b o d i l y i n j u r y w i l l o f t e n h o l d a m a n 

b a c k . C o m p a r i s o n s c a n b e c o m e r e a l l y o d i o u s u n d e r a p i e c e w o r k p l a n . 

T r a d i t i o n a l O p p o s i t i o n 

P i e c e r a t e s a n d g r o u p b o n u s h a v e b e e n t r a d i t i o n a l l y o p p o s e d b y o r g a n i z e d 

l a b o r o n e t h i c a l g r o u n d s — n a m e l y , t h a t s u c h s y s t e m s t e n d t o a w a k e n g r e e d i n 

w o r k e r s a n d s t i m u l a t e u n r e s t r i c t e d c o m p e t i t i o n b e t w e e n t h e m . F r o m a n o t h e r 

v i e w p o i n t , c o l l e c t i v e b a r g a i n i n g r e d u c e s t h e w o r k e r s t o a c o m m o n l e v e l — t h a t 

o f t h e l o w m a n — a n d d o e s n o t a t t e m p t t o s e c u r e g r e a t e r b e n e f i t s f o r t h e m o r e 

e f f i c i e n t w o r k e r s . 

M u c h o f t h i s l a b o r a t t i t u d e j u s t r e v i e w e d h a s b e e n e x p r e s s e d t h r o u g h w o r k s 

c o u n c i l s , A . P . o f L . l o c a l s , a n d o t h e r f o r m s o f e m p l o y e e r e p r e s e n t a t i o n . I n 

o n e o r g a n i z a t i o n , t h e m a n a g e m e n t w e n t a s t e p f u r t h e r a n d a s k e d t h e m e n d i r e c t l y 

f o r a n e x p r e s s i o n o f o p i n i o n a s t o w h i c h m e t h o d o f w a g e p a y m e n t t h e y p r e f e r r e d . 

T h e r e w a s a g e n e r a l p r e f e r e n c e f o r t h e f l a t h o u r l y r a t e . 

A l t h o u g h i t a p p e a r s o n f i r s t a n a l y s i s t h a t a l l t h e b e n e f i t s a r e i n f a v o r 

o f t h e w o r k e r , t h e r e a r e a l s o a n u m b e r o f a d v a n t a g e s t h a t m a n a g e m e n t g a i n s o r 

r e t a i n s . 

I n t h e f i r s t p l a c e , t h e c h a n g e w a s m a d e a f t e r t h e i n d u s t r y h a d o p e r a t e d 

o n a b o n u s o r p i e c e r a t e s y s t e m f o r m a n y y e a r s . M o s t o f t h e c o m m o n o p e r a t i o n s 

h a v e b e e n m o t i o n s t u d i e d i n d e t a i l a n d d e f i n i t e m e t h o d s o f o p e r a t i o n a d o p t e d . 

H a t e s a n d s t a n d a r d s h a v e b e e n s e t a s a r e s u l t o f p a i n s t a k i n g t i m e s t u d i e s . A 

d e f i n i t e t a s k o r m e a s u r e o f w h a t c o n s t i t u t e s a d a y ' s w o r k h a s b e e n e s t a b l i s h e d . 

T h e p e r f o r m a n c e o f g r o u p s , i n d i v i d u a l s , o r d e p a r t m e n t s m a y b e m e a s u r e d a n d 

c o m p a r e d . 
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H e e d f o r O t h e r I n c e n t i v e s 

I n m a k i n g t h e c h a n g e - o v e r t o t h e f l a t h o u r l y r a t e , t h e m a n u f a c t u r e r s h a v e 

m a d e n o c h a n g e s i n s t a n d a r d t i m e s o r i n s t a n d a r d c o s t s , u n d e r w h i c h m o s t o f t h e m 

o p e r a t e . I t i s e x p e c t e d t h a t t h e . s a m e e f f i c i e n c i e s w i l l b e m a i n t a i n e d . T h i s 

i m p l i e s s u b s t i t u t i o n o f o t h e r i n c e n t i v e s . 

I n e f f e c t , w h a t h a s h a p p e n e d i s t h a t t h e i n c e n t i v e h a s p a r t l y b e e n t r a n s 

f e r r e d t o t h e f o r e m e n a n d o t h e r g r o u p l e a d e r s , a n d h a s p a r t l y r e a p p e a r e d i n 

o t h e r f o r m s . D e p a r t m e n t a l s u p e r v i s o r s m u s t s t i l l m e e t t h e o l d b o g i e s o f p e r 

f o r m a n c e . T h r o u g h f o r e m e n c o n f e r e n c e s a n d r e - e d u c a t i o n o f f o r e m e n , s o m e c o r p o 

r a t i o n s a r e t r y i n g t o d e v e l o p l e a d e r s h i p m e t h o d s r a t h e r t h a n d r i v i n g m e t h o d s t o 

a t t a i n t h e s e r e s u l t s . F o r o n e t h i n g , t h e o r g a n i z a t i o n t h r o u g h o u t i s m o r e a l e r t 

t o p r o v i d e w o r k f o r e m p l o y e e s w h i l e t h e y a r e i n t h e p l a n t b e c a u s e n o n - p r o d u c t i v e 

t i m e i s a t m a n a g e m e n t ' s e x p e n s e , i n s t e a d o f a t t h e w o r k e r ' s a s b e f o r e . 

O n e p l a n t o f f i c i a l r e m a r k e d t h a t t h e m e n h a d " l e t d o w n " a s a r e s u l t o f t h e 

i n t r o d u c t i o n o f t h e n e w p l a n , b u t t h a t t h e e f f i c i e n c y o f t h e p l a n t a s a w h o l e 

h a d g o n e u p . 

" T h e m a n a g e m e n t d i d n ' t s t o p t h e m e n s o o f t e n , " w a s t h e w a y h e e x p l a i n e d i t . 

T h e p r i n c i p a l s t o p p a g e s h a d b e e n d u e t o l a c k o f c o o r d i n a t i o n b e t w e e n o p e r a t i o n s , 

m a t e r i a l s h o r t a g e s , a n d m a c h i n e a n d . c o n v e y o r b r e a k d o w n s . T h e m e n l o s t u n d e r t h e 

o l d s y s t e m ; t h e f a c t o r y l o s e s n o w , o r r a t h e r s e e s t o i t t h a t i t d o e s n o t l o s e . 

A s a n o t h e r h i g h o f f i c i a l p u t i t : 

" T h e r e i s n o s o - c a l l e d i n c e n t i v e p l a n t h a t w i l l m a k e a m a n w o r k u n l e s s h e 

i s p r o v i d e d w i t h w o r k u n i f o r m l y , " l i e n t h a t i s d o n e , n o i n c e n t i v e p l a n i s 

n e c e s s a r y . " 

I n a n o t h e r p l a n t t h e b e l i e f i s e x p r e s s e d t h a t t h e a v e r a g e g o o d w o r k m a n w a n t s 

t o p r o d u c e a g o o d d a y ! s w o r k f o r a g o o d d a y ' s p a y ; t o w i n t h e r e s p e c t o f h i s 

f o r e m a n a n d M s f e l l o w w o r k e r s ; t o b e f a i r a n d h o n e s t ; t o r e c e i v e p r o p e r c r e d i t 

f o r w o r k w e l l d o n e . S o m e o f t h e i n c e n t i v e s s u g g e s t e d a r e p r i d e i n w o r k m a n s h i p , 

d e s i r e t o e x c e l , d e s i r e f o r r e c o g n i t i o n , c r e d i t f o r a c c o m p l i s h m e n t s , a n d a b o v e 

a l l t h e d e s i r e t o g i v e f u l l a n d s a t i s f a c t o r y w o r k i n o r d e r t o h o l d a w e l l - p a y i n g 

j o b . 

C o n v e y o r S e t s P a c e 

O n e o f t h e q u e s t i o n s p r o p o u n d e d in t h e e a r l y p a r t o f t h i s a r t i c l e i m p l i e d 

t h a t p e r h a p s a w a g e i n c e n t i v e w a s n o t n e c e s s a r y b e c a u s e t h e c o n v e y o r s e t t h e p a c e . 

T o o n e w h o h a s o b s e r v e d a m o d e r n a s s e m b l y l i n e i n o p e r a t i o n t h i s s e e m s t o be a 

s a t i s f a c t o r y e x p l a n a t i o n . U n f o r t u n a t e l y , h o w e v e r , t h e r e a r e a m u l t i t u d e o f o p e r a 

t i o n s , p a r t i c u l a r l y i n t h e m a c h i n e s h o p , t h a t a r e n o t c o n v e y o r i z e d a n d vhere s u c h 

a b r o a d s t a t e m e n t does n o t hold t r u e . 

In t h e p a s t , p a y m e n t o f time w a g e s p r o v e d u n s a t i s f a c t o r y from m a n a g e m e n t ' s 

v i e w p o i n t l a r g e l y because n o c o m p a r a t i v e i n d i v i d u a l r e c o r d s were k e p t , a n d all 
workers i n the s a m e class r e c e i v e d the same wage. 

Tiith 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 straight hourly wase takes on a new aspect. Each workman knows 
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w h a t i s e x p e c t e d o f h i m , R e c o r d s o f i n d i v i d u a l o u t p u t a r e k e p t . T h e m a n a g e m e n t 

h a s a d e f i n i t e b a s i s f o r w a g e i n c r e a s e s a n d p r o m o t i o n s . S u c h r e w a r d s f o r m e r i 

t o r i o u s w o r k s t i m u l a t e o t h e r w o r k m e n a n d h a v e a b e n e f i c i a l e f f e c t o n s h o p m o r a l e . 

I n o t h e r w o r d s , s u c h a s y s t e m b e c o m e s a s m u c h a w a g e i n c e n t i v e f o r e x t r a 

e f f o r t a s a n y y e t d e v i s e d . T h i s i s i n m y o p i n i o n t h e m o s t s i g n i f i c a n t a s p e c t o f 

t h e w h o l e c h a n g e . 

O n e o f t h e c h i e f i n c e n t i v e s n o w o f f e r e d l i e s i n t h e a t t a i n m e n t o f a c l a s s i 

f i c a t i o n o r r a n k . O b v i o u s l y , i n o r d e r t o m a i n t a i n o r i n c r e a s e e m p l o y e e s a t i s 

f a c t i o n , w h i c h i s t h e m a j o r o b j e c t i v e , i t i s n e c e s s a r y t o s e t h o u r l y r a t e s s o t h a t 

t h e w o r k e r e a r n s a p p r o x i m a t e l y t h e s a m e a s h e d i d b e f o r e f o r t h e s a m e o u t p u t . 

A T y p i c a l S a t e S t r u c t u r e 

T h e r e a r e u s u a l l y a b o u t t h r e e f l a t h o u r l y r a t e s f o r a p a r t i c u l a r j o b c o r r e s 

p o n d i n g t o b a s e r a t e s u n d e r t h e b o n u s s y s t e m . A t y p i c a l r a t e s t r u c t u r e f o r d r i l l 

p r e s s o p e r a t o r s , f o r e x a m p l e , w o u l d b e a s f o l l o w s : 

B e g i n n e r . 

P r o d u c t i o n 

T o p . . . 

B a s e H a t e 

B o n u s 

P l a n 

$0.50 
0,52 
0.54 

150$ 
B o n u s a t 

115% T a s k 

"$0.75 
0.78 
0.81 

F l a t 

H o u r l y 

R a t e 

si0.70 
0.75 
0.85 

D e t r o i t s t i l l l e a d s i n c o m p a r a t i v e w a g e r a t e s . T h i s g r o u p r e p r e s e n t s a f a i r l y 

w i d e s p r e a d i n w a g e s a n d p r o v i d e s a n i n c e n t i v e t o r e a c h t h e t o p s c a l e . B e s i d e s , 

t h e r e a r e c l a s s i f i c a t i o n s s e t u p a t t h e b e h e s t o f t h e A u t o m o b i l e L a b o r B o a r d t h a t 

p r o v i d e e v e n g r e a t e r i n c e n t i v e s . 

T h e s e c l a s s i f i c a t i o n s r e f e r t o p r e f e r e n t i a l l i s t s d u r i n g l a y - o f f s a n d i n r e 

h i r i n g . T o b e c l a s s i f i e d a s a ( d ) m a n m e a n s t h a t a w o r k e r i s e s s e n t i a l t o t h e 

o p e r a t i o n o f t h e p l a n t o r h a s e x c e p t i o n a l a b i l i t y . S u c h a m a n u s u a l l y s u r v i v e s 

a l l l a y - o f f s . A ( c ) m a n ( m a r r i e d ) a n d a ( b ) m a n ( s i n g l e ) h a v e s e n i o r i t y r i g h t s 

i n t e r m s o f y e a r s o f s e r v i c e s o t h a t t h e i n c e n t i v e d o e s n o t a p p l y h e r e , b u t t o 

a t t a i n a ( d ) s t a t u s p r o v i d e s a t r e m e n d o u s i n c e n t i v e f o r j o b s e c u r i t y t o t h e l o w e r 

g r o u p s . 

T h e ( d ) m a n i s a n a l l - a r o u n d m e c h a n i c w h o c a n h a n d l e a l m o s t a n y j o b i n t h e 

d e p a r t m e n t . U n d e r a s t r a i g h t h o u r l y r a t e p l a n , f o r e m e n a r e e n c o u r a g e d t o r o t a t e 

t h e i r g o o d m e n w i t h o u t t h e u s u a l k i c k f r o m t h e m e n t h a t t h e y l o s e m o n e y o n a n e w 

a n d u n f a m i l i a r j o b . 

C o n v e r s e l y , t h e r e i s a n e g a t i v e i n c e n t i v e i n t h e t h r e a t o f d i s m i s s a l f o r l a c k 

o f e f f i c i e n c y . A d i s m i s s a l i s a v e r y s e r i o u s a c t i o n i n t h e s e t i m e s . M u c h g r e a t e r 

r e s p o n s i b i l i t y i s p l a c e d u p o n t h e f o r e m a n t h a n b e f o r e , n o t a l o n e b e c a u s e h e m u s t 

h e a b l e t o s u b s t a n t i a t e h i s a c t i o n a g a i n s t c l a i m s o f d i s c r i m i n a t i o n , b u t b e c a u s e 

h e m u s t r e a l l y k n o w w h a t h i s m e n a r e a c c o m p l i s h i n g . 

H e m u s t b e c o n s t a n t l y i n f o r m e d a s t o t h e r a t e o f p r o d u c t i o n o f e a c h e m p l o y e e 

a n d s e e t h a t t h e h o u r l y r a t e p a i d i s j u s t i f i e d . H e m u s t s t u d y t h e j o b s a n d t h e 

m e n , a n d l e a r n h o w b o m a n a g e a n d c o n t r o l . H e m u s t s e e t h a t e a c h w o r k e r d o e s h i s 

s h a r e o f t h e w o r k a c c u r a t e l y a n d w i t h o u t t o o m u c h s c r a p . 

U N I V E R S I T Y O P W I S C O N S I N - M I L W A U K E E 



6 . 

t T h i s p r o c e d u r e r e q u i r e s f r e q u e n t c o n t a c t s w i t h t h e m e n . I n o t h e r w o r d s , i t 

m e a n s p u t t i n g f u l l c o n t r o l o f p r o d u c t i o n b a c k i n m a n a g e m e n t ' s h a n d s a n d o u t o f 

t h e c o n t r o l o f g r o u p s o p e r a t i n g o n a " b o n u s p l a n . 

O n e c o m p a n y h a s i n t r o d u c e d a f o r m o f r a t i n g t h a t i s u s e f u l i n a m e r i t c l a s s i 

f i c a t i o n o f w o r k e r s . A m a n i s s c o r e d o n f i v e c o u n t s — w o r k m a n s h i p , c o n d u c t , 

a p p l i c a t i o n , a t t e n d a n c e , a n d s a f e t y . O n e a c h c o u n t h e m a y b e s c o r e d ; F i r s t C l a s s 

( s u p e r i o r ) , S e c o n d C l a s s ( a v e r a g e ) , T h i r d C l a s s ( t o l e r a t e d o n l y i n c a s e o f l a b o r 

s h o r t a g e ) , a n d U n s a t i s f a c t o r y . 

T h i s r a t i n g w a s o r i g i n a l l y d e s i g n e d f o r p i c k i n g o u t t h e ( d ) m e n a n d h a n d l i n g 

d i s m i s s a l s , b u t i t i s e q u a l l y s a t i s f a c t o r y f o r s e t t i n g r a t e s a n d s u p p l y i n g a n i n 

c e n t i v e . 

W i t h a s t r a i g h t h o u r l y r a t e i n e f f e c t , t h e f o r e m a n ' s r e a l j o b i s t o b r i n g 

u p t h e w o r k o f t h e w e a k p r o d u c e r a n d p l a c e h i m p r o p e r l y . I f t h a t c a n n o t b e d o n e , 

t h e f o r e m a n m u s t d i s m i s s h i m . A t t h e t i m e t h i s a r t i c l e w a s w r i t t e n ( m i d - D e c e m b e r , 

. 1 9 3 4 ) t h e r e w e r e r e l a t i v e l y f e w c a s e s o f d i s m i s s a l r e p o r t e d , b u t t h e n t h e n e w 

p r o d u c t i o n s c h e d u l e s w e r e h a r d l y u n d e r w a y , a n d m o s t l y ( d ) m e n w e r e w o r k i n g . W h a t 

w i l l h a p p e n w h e n p r o d u c t i o n i s i n f u l l s w i n g r e m a i n s t o b e s e e n . 

• l a t c h T u r n o v e r 

A n o t h e r f a c t o r t h a t w i l l b e w a t c h e d w i t h m u c h i n t e r e s t i s t h e o n e o f l a b o r 

t u r n o v e r . T w e n t y p e r c e n t a m o n t h w a s n o t u n u s u a l i n s o m e p l a n t s l a s t y e a r . 

T h e a t t a c k o n t h i s p r o b l e m i s b e i n g m a d e t h r o u g h f o r e m a n t r a i n i n g a s i t i s f e l t 

t h a t f a u l t y s u p e r v i s i o n w a s l a r g e l y t o b l a m e . T h e m u c h c l o s e r s u p e r v i s i o n r e 

q u i r e d u n d e r t h e n e w w a g e p l a n i s b o u n d t o h a v e a b e n e f i c i a l e f f e c t . 

N a t u r a l l y , f o r e m a n t r a i n i n g i s c o n c e n t r a t e d a t t h e m o m e n t o n t h e e m p l o y e r -

e m p l o y e e r e l a t i o n s h i p s . N e w t e x t s h a v e h a d t o b e p r e p a r e d t o a c q u a i n t t h e s u p e r 

v i s o r y f o r c e s w i t h t h e n e w w a g e p a y m e n t p l a n a n d t o r e - e d u c a t e f o r e m e n a s t o t h e i r 

a d d e d r e s p o n s i b i l i t i e s . I t h a s n o t b e e n a n e a s y t a s k t o d e v e l o p e n t h u s i a s m f o r 

a n e w p l a n a f t e r t h e m a n a g e m e n t h a d b e e n s e l l i n g t h e m o n t h e a d v a n t a g e s o f p i e c e 

r a t e s a n d b o n u s p l a n s f o r t h e l a s t q u a r t e r o f a c e n t u r y . 

I n o n e p l a n t a n o l d t i m e s t u d y m a n e x p e r i e n c e d i n s e v e r a l f o r m s o f w a g e p a y 

m e n t p l a n s i s d e v o t i n g a l l h i s t i m e t o t h i s s o r t o f e d u c a t i o n , e i t h e r i n t h e f o r m 

o f g r o u p c o n t a c t s , c o n f e r e n c e s , o r p e r s o n a l c o n t a c t s . I n a d d i t i o n , t h e f a c t o r y 

m a n a g e r h a s b e e n c o n d u c t i n g m e e t i n g s . I n a n o t h e r p l a n t w h e r e a d e p a r t m e n t o f 

i n d u s t r i a l e d u c a t i o n w a s a l r e a d y i n e x i s t e n c e , t h e o n l y c h a n g e i n r o u t i n e w a s t o 

p r e p a r e s o m e n e w t e x t m a t e r i a l i n p l a c e o f t h e o b s o l e t e l e s s o n s o n g r o u p b o n u s 

a n d g r o u p p i e c e r a t e s . 

S f h a t o f C o s t s ? 

I t w a s m e n t i o n e d e a r l i e r i n t h i s a r t i c l e t h a t t h e s a m e s t a n d a r d l a b o r c o s t s 

r e m a i n . I n a c t u a l i t y t h i s i s p r o b a b l y w h a t i s g o i n g t o h a p p e n i n t h e p r e s e n t 

a u t o m o b i l e y e a r : D u r i n g t h e f i r s t m o n t h s o f p r o d u c t i o n , a c t u a l l a b o r c o s t s w i l l 

e x c e e d s t a n d a r d c o s t s b y r e a s o n o f d e l a y s a n d d i f f i c u l t i e s i n g e t t i n g n e w t o o l s 

a n d n e w l i n e - u p s w o r k i n g o n t h e 1935 m o d e l s . D u r i n g t h e l a s t f e w m o n t h s a c t u a l 

c o s t s w i l l b e u n d e r s t a n d a r d c o s t s b e c a u s e a l l t h e " b u g s " w i l l h a v e b e e n w o r k e d 

o u t a n d t h e w o r k m e n w i l l h a v e d e v e l o p e d a d d e d s k i l l . 
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I T h e n e t r e s u l t w i l l b e t h a t s t a n d a r d l a b o r c o s t s w i l l a v e r a g e o u t o v e r t h e 

l i f e o f a p a r t i c u l a r m o d e l . 

W o r k o f t h e t i m e k e e p i n g d e p a r t m e n t w i l l b e g r e a t l y l e s s e n e d , o n t h e n e w b a s i s 

b e c a u s e a g r e a t v o l u m e o f g r o u p c a l c u l a t i o n s a r e e l i m i n a t e d . 7 o r k o f t h e c o s t 

d e p a r t m e n t w i l l s h o w l i t t l e i n c r e a s e b e c a u s e t h e t i m e s t a n d a r d s m u s t b e m a i n t a i n e d . 

T h e c o n c l u s i o n r e a c h e d a f t e r c o n s i d e r i n g a l l t h e f a c t o r s i s t h a t a l t h o u g h t h e 

c h a n g e f r o m p i e c e w o r k a n d g r o u p b o n u s w a s m a d e l a r g e l y a s a m a t t e r o f e x p e d i e n c y , 

a d v a n t a g e s w a l l a c c r u e b o t h t o m a n a n d t h e m a n a g e m e n t . 

O l d c o n c e p t i o n s o f a t i m e m e t h o d o f w a g e p a y m e n t m u s t b e a l t e r e d . O t h e r f o r m s 

o f i n c e n t i v e s t i l l b a s e d o n t h e w o r k e r ' s s e l f - i n t e r e s t s h a v e b e e n s u b s t i t u t e d f o r 

t h e o l d s t i m u l a n t s . C o m p e n s a t i o n i s s t i l l o n t h e b a s i s o f t h e r e l a t i v e p r o d u c t i v e 

c a p a c i t y o f t h e w o r k e r ; t h e m a n a g e m e n t k n o w s w h a t c o n s t i t u t e s a g o o d d a y ' s w o r k . 

G r e a t e r E m p l o y e e S a t i s f a c t i o n 

I r o m t h e m a n a g e m e n t ' s p o i n t o f v i e w , t h e c h i e f g a i n h a s b e e n i n k e y i n g u p t h e 

w h o l e s u p e r v i s o r y o r g a n i z a t i o n t o p r o v i d e a u n i f o r m f l o w o f m a t e r i a l s a n d p a r t s 

t h r o u g h t h e p l a n t . G r e a t e r e m p l o y e e s a t i s f a c t i o n w i l l b e a c h i e v e d . O n e c a n n o t 

h e l p f e e l i n g , h o w e v e r , t h a t t h e w i l l o f l a b o r i n t h e a u t o m o b i l e i n d u s t r y c o u l d 

n o t h a v e m a d e i t s e l f f e l t t h u s s t r o n g l y i n t h e p r e - R o o s e v e l t e r a . I t o n l y g o e s 

t o s h o w h o w i n f l u e n t i a l " c o l l e c t i v e b a r g a i n i n g " h a s b e c o m e u n d e r t h e . N I B A . . 
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A T T I T U D E S O F S H O R T A N D L O N G S E R V I C E E M P L O Y E E S 

B A S E D U P O N D A T A O B T A I N E D I N ' P E R S O N N E L C O U N S E L I N G 

S i n c e t h e s e c o n d p r o g r e s s r e p o r t o n t h e e x p e r i m e n t i n P e r s o n n e l 

C o u n s e l i n g w a s i s s u e d o n M a y 2 7 , 1 9 3 6 , t h e p e r s o n n e l d e v o t e d t o t h i s 

p r o j e c t h a s b e e n i n c r e a s e d f r o m o n e t o f i v e p e o p l e . I n a d d i t i o n t o t h i s 

i n c r e a s e i n p e r s o n n e l , t h e e x p e r i m e n t i t s e l f h a s b e e n e x t e n d e d t o t h e 

S t a t i o n A p p a r a t u s S h o p s . T w o p e o p l e , o n e m a n a n d o n e w o m a n , a r e a t p r e s e n t 

d e v o t i n g t h e i r t i m e t o i n t e r v i e w i n g e m p l o y e e s i n t h e H a n d T e l e p h o n e S e t 

D i v i s i o n o f t h e S t a t i o n A p p a r a t u s S h o p s . T w o p e o p l e a r e w o r k i n g i n t h e 

C e n t r a l O f f i c e D i v i s i o n a n d o n e i n t h e P i e c e P a r t D i v i s i o n o f t h e C e n t r a l 

O f f i c e S h o p s , 

I n a s m u c h a s t h e n e w p e r s o n n e l c o u n s e l o r s h a v e b e e n w o r k i n g i n 

t h e i r t e r r i t o r i e s o n l y a s h o r t t i m e , i t i s i m p o s s i b l e t o . a s s e s s t h e 

f u n c t i o n i n g o f t h e p l a n a s o r i g i n a l l y o u t l i n e d a t . t h i s t i m e . I n s t e a d t h i s 

r e p o r t w i l l b e c o n f i n e d t o a d i s c u s s i o n o f t h e a t t i t u d e s o f t h e e m p l o y e e s 

w h o h a v e b e e n i n t e r v i e w e d s o f a r . I n a s m u c h a s 87% o f t h o s e i n t e r v i e w e d 

h a v e l e s s t h a n o n e o r m o r e t h a n f i f t e e n y e a r s ' s e r v i c e w i t h t h e C o m p a n y , 

w e s h a l l , f o r t h e m o s t p a r t , b e c o n c e r n e d w i t h t h e a t t i t u d e s o f t h e s e t w o 

g r o u p s . I n p a s s i n g i t m i g h t b e s a i d , h o w e v e r r t h a t t h e e x p e r i m e n t i s 

p r o g r e s s i n g s a t i s f a c t o r i l y a n d t h e c o u n s e l o r s a r e e s p e c i a l l y a p p r e c i a t i v e 

o f t h e c o o p e r a t i v e s p i r i t s h o w n t h e m b y s u p e r v i s o r s o f a l l r a n k s . I t i s 

e x p e c t e d t h a t t h i s w o r k w i l l p r o c e e d r a p i d l y n o w t h a t t h e n e w c o u n s e l o r s 

h a v e g o t t e n a c q u a i n t e d i n t h e i r t e r r i t o r i e s a n d h a v e h a d s o m e t r a i n i n g 

a n d e x p e r i e n c e . 

N u m b e r o f E m p l o y e e s I n t e r v i e w e d 

S o f a r 1 2 3 p e o p l e , 1 0 8 m e n a n d 1 4 w o m e n , h a v e b e e n f o r m a l l y 

i n t e r v i e w e d . T h i s f i g u r e d o e s n o t i n c l u d o c o n t a c t s w i t h s o m e f i f t y 

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



2. 

s u p e r v i s o r s , i n f o r m a l t a l k s w i t h e m p l o y e e s a t w o r k , o r f o l l o w - u p i n t e r 

v i e w s w i t h t h e s a m e e m p l o y e e . W h e n t h e l a s t c o \ m t w a s t a k e n , w h i c h w a s 

a b o u t A u g u s t 1 , t h e r e w e r e 5 7 2 m e n e m p l o y e d i n t h e t e n s u b - d e p a r t m e n t s 

f r o m w h i c h t h e m e n i n t e r v i e w e d w e r e s e l e c t e d . I n a s m u c h a s t h e m e n i n 

t e r v i e w e d c o m p r i s e 1 9 $ o f t h i s t o t a l t h e i r a t t i t u d e s s h o u l d b e f a i r l y 

r e p r e s e n t a t i v e o f t h i s e n t i r e g r o u p . A l l o f t h e w o m e n i n t e r v i e w e d a r e 

i n o n e s u b - d e p a r t m e n t . W h i l e f a i r l y r e p r e s e n t a t i v e o f t h e n e w e m p l o y e e s 

i n t h i s s u b - d e p a r t m e n t t h e s a m p l e i s , o f c o u r s e , m u c h t o o s m a l l t o b e 

c o n s i d e r e d r e p r e s e n t a t i v e o f a l l n e w w o m e n e m p l o y e e s . F i f t y , o r 4 1 $ o f 

t h e p e o p l e i n t e r v i e w e d h a v e l e s s t h a n o n e y e a r o f s e r v i c e a n d f i f t y - s i x 

o r 4 6 $ h a v e o v e r f i f t e e n y e a r s . 

A t t i t u d e s o f N e w M e n E m p l o y e e s 

T h e a t t i t u d e s o f t h e n e w m e n e m p l o y e e s c a n n o t b e u n d e r s t o o d 

a p a r t f r o m t h e i r b a c k g r o u n d a n d t r a i n i n g . A s a g r o u p , t h o s e i n t e r v i e w e d 

a r e f a i r l y y o u n g , b e i n g i n t h e i r e a r l y t w e n t i e s . N e a r l y a l l o f t h e m 

a r e s i n g l e a n d a l l b u t a f e w h a v e h a d a t l e a s t t w o y e a r s o f h i g h s c h o o l 

e d u c a t i o n . T h e m a j o r i t y a r e h i g h s c h o o l g r a d u a t e s , a n d a f e w h a v e h a d 

s o m e c o l l e g e w o r k . T h e i m p r e s s i o n o f t h e c o u n s e l o r s i s t h a t t h e y a r e 

w e l l a b o v e a v e r a g e i n i n t e l l i g e n c e a n d a b i l i t y . A s a g r o u p t h e y a r e 

v e r y a m b i t i o u s , c u r i o u s a s t o w h a t i s g o i n g o n a b o u t t h s m a n d e a g e r 

t o l e a r n all t h e y c a n a b o u t the C o m p a n y a n d p o s s i b i l i t e s f o r a d v a n c e 

m e n t , 

I n view o f t h i s b a c k g r o u n d i t i s n o t s u r p r i s i n g t o f i n d t h i s 

g r o u p v e r y p r e o c c u p i e d a b o u t a d v a n c e m e n t . P r a c t i c a l l y e v e r y o n e i n t e r 

v i e w e d h a s in effect r e m a r k e d , "The job I»m on d o e s n ' t r e q u i r e any 

brains. Anyone could do my job. I c e r t c i n l y don't want t o stay on 

that kind of v.ork very long." Statements l i k o t h e s e i n d i c a t e that 

most of these young men regard their nrosent jobs a s the first step 
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i n t h e l a d d e r . T h i s c o n d i t i o n i s r e f l e c t e d i n t h e u n u s u a l l y l a r g e 

n u m b e r o f a p p l i c a n t s f o r a p p r e n t i c e t r a i n i n g a r i s i n g w i t h i n t h e P l a n t . 

W i t h o u t e x c e p t i o n t h e s e p e o p l e e x p r e s s t h e m s e l v e s a s b e i n g 

g l a d t o b e w o r k i n g w i t h t h e C o m p a n y a n d t h o s e w h o h a v e w o r k e d e l s e 

w h e r e c o m p a r e t h e C o m p a n y v e r y f a v o r a b l y w i t h t h e c o m p a n i e s t h e y 

w o r k e d f o r p r e v i o u s l y . I n o t h e r w o r d s t h e i r d e m a n d s f o r a d v a n c e m e n t 

d o n o t i m p l y c r i t i c i s m o f o r a n t a g o n i s m t o w a r d t h e C o m p a n y o r t h e i r 

s u p e r v i s o r s . T h e y a r e s i m p l y s e e k i n g t o s a t i s f y d e m a n d s a n d i d e a l s 

w h i c h h a v e b e e n i n s t i l l e d i n t h e m b y t h e i r f a m i l i e s , s c h o o l s a n d 

g e n e r a l s o c i a l e n v i r o n m e n t . 

A l t h o u g h t h e s e n e w p e o p l e h a v e n o t y e t b e c o m e a t a l l p e s s i m i s t i c 

a b o u t t h e i r f u t u r e i t i s q u i t e p o s s i b l e t h a t t h e y m a y b e i n a f e w y e a r s . 

I n f a c t t h e p e r s o n n e l c o u n s e l o r s f e e l t h a t o n e o f t h e c h i e f s u p e r v i s o r y 

a n d p e r s o n n e l p r o b l e m s i n t h e n e a r f u t u r e w i l l b e t h a t o f h a n d l i n g t h e 

d e m a n d s o f t h i s g r o u p f o r s o c i a l m o b i l i t y . P e r h a p s t h e n o r m a l e x p a n s i o n 

d u e t o i m p r o v e d b u s i n e s s c a n m e e t t h e d e m a n d s o f t h o s e w h o a r e n o w i n 

t h e C o m p a n y ' s e m p l o y . - I f t h e C o m p a n y c o n t i n u e s t o h i r e a l a r g e p r o p o r 

t i o n o f h i g h c a l i b r e m e n , h o w e v e r , i t i s q u i t e l i k e l y t h a t w e s h a l l 

h a v e t o f a c e t h e p r o b l e m o f a d j u s t i n g t h e s e d e e p l y r o o t e d a n d s o c i a l l y 

d e t e r m i n e d d e m a n d s t o t h e a c t u a l i t i e s o f t h e w o r k s i t u a t i o n . T h i s 

w o u l d b e a d i f f i c u l t p r o c e s s a n d a t b e s t c o u l d n o t p r e v e n t c o n s i d e r a b l e 

f r u s t r a t i o n o r l a b o r t u r n o v e r . 

W a g e s , f o r t h i s g r o u p j s e e m t o b e o f s e c o n d a r y i m p o r t a n c e t o 

a d v a n c e m e n t . N o n e o f t h e m h a s v o i c e d a s e r i o u s c o m p l a i n t a b o u t w a g e s . 

T h e c o m p l a i n t s w h i c h h a v e b e e n r e c e i v e d r e l a t e c h i e f l y t o d i f f e r e n c e s 

i n r a t e s of p a y f o r t h e s a m e k i n d o f w o r k . T h e f o l l o w i n g s t a t e m e n t 

i s t y p i c a l of t h e s e c o m p l a i n t s : "I c a n ' t u n d e r s t a n d w h y X i s g e t t i n g 

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



4 . ' 

m o r e m o n e y t h a n I a m . I h a v e b e e n h e r e a s l o n g a s h e h a s . " O p i n i o n s 

t o t h e e f f e c t t h a t t h e y w o u l d e a r n m o r e f o r t h e s a m e a m o u n t o f w o r k 

u n d e r p i e c e w o r k a r e a l s o e n c o u n t e r e d , p a r t i c u l a r l y a m o n g t h o s e w h o 

h a v e f r i e n d s o r r e l a t i v e s i n p i e c e w o r k d e p a r t m e n t s . I n c o n n e c t i o n 

w i t h t h e s u b j e c t o f w a g e s i t m a y b e o f i n t e r e s t t o n o t e t h a t i n o n e 

l o c a t i o n w h e r e a g e n e r a l i n c r e a s e i n h o u r l y r a t e s w a s r e c e n t l y m a d e 

f e w o f t h e m e n i n t e r v i e w e d v o l u n t a r i l y m e n t i o n e d t h e s u b j e c t . W h e n 

q u e s t i o n e d t h e y a l l s a y t h e y w e r e g l a d t o g e t i t b u t t h e i n v e s t i g a t o r ' s 

i m p r e s s i o n i s t h a t t h e y w e r e n o t m u c h a f f e c t e d b y i t . 

A t f i r s t i t m a y s e e m p u z z l i n g t h a t t h e s e p e o p l e w h o e x p r e s s g r e a t 

i n t e r e s t i n a d v a n c e m e n t a n d w a g e d i f f e r e n t i a l s s h o w s o l i t t l e e n t h u s i a s m 

o v e r t h e g e n e r a l i n c r e a s e i n h o u r l y r a t e s . I f r e g a r d e d i n t h e l i g h t o f 

t h e i r p e r s o n a l b a c k g r o u n d , h o w e v e r , i t w i l l b e s e e n t h a t t h i s i s t h e 

k i n d o f r e a c t i o n o n e m i g h t e x p e c t . I t w o u l d s e e m t h a t t o t h e g r e a t 

m a j o r i t y o f t h e m t h i s r a i s e , w h i l e w e l c o m e , d i d n o t m e a n a d v a n c e m e n t . 

I n t h e f i r s t p l a c e i t w a s g e n e r a l a n d t h e r e f o r e d i d n o t i m p l y a n y 

d i f f e r e n t i a t i n g o r s i n g l i n g o u t p r o c e s s . I n a s m u c h a s t h e c h i e f s o c i a l 

p r o c e s s i n v o l v e d i n a d v a n c e m e n t i s t h a t o f d i f f e r e n t i a t i n g t h e i n d i v i d u a l 

f r o m t h e g r o u p i t c a n b e r e a d i l y u n d e r s t o o d w h y t h i s g e n e r a l i n c r e a s e d i d 

n o t m e a n a d v a n c e m e n t t o t h e m . F o l l o w i n g t h i s s a m e l i n e o f t h o u g h t w e 

a l s o h a v e a n e x p l a n a t i o n a s t o w h y t h e y d o s e e m i n t e r e s t e d i n w a g e 

d i f f e r e n t i a l s . T h e s e d i f f e r e n t i a l s s e r v e t o s e p a r a t e p e o p l e o u t a n d 

t h e r e f o r e c a r r y s o c i a l s i g n i f i c a n c e t o t h e e m p l o y e e s . A n y d i f f e r e n c e 

o f t h i s s o r t t h e r e f o r e may s e r v e t o l i g h t u p p r e o c c u p a t i o n s c o n c e r n i n g 

a d v a n c e m e n t a n d q u e s t i o n s a s t o why t h e d i f f e r e n c e s e x i s t a r e l i k e l y 

t o b e r a i s e d . I n o t h e r w o r d s t h e s a m e f a c t o r , p r e o c c u p a t i o n o v e r 

a d v a n c e m e n t , l i e s b a c k o f b o t h t h e s e a p p a r e n t l y d i s s i m i l a r p h e n o m e n a . 
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I n a d d i t i o n t o t h e f a c t t h a t t h e r a i s e w a s g e n e r a l a n d 

t h e r e f o r e u n d i f f e r e n t i a t i n g , t h e e m p l o y e e s ' a t t i t u d e t o w a r d i t c o u l d 

a l s o b e u n d e r s t o o d i n l i g h t o f t h e f a c t t h a t t h e s e y o u n g m e n a r e n o 

l o n g e r b o y s . T h e y a r e a d u l t s a n d m a n y o f t h e m a r e m a k i n g p l a n s f o r 

m a r r i a g e a n d o t h e r r e s p o n s i b i l i t i e s o f a d u l t h o o d . I t i s q u i t e l i k e l y 

t h a t f e w o f t h e m r e g a r d e d t h i s r a i s e a s a v e r y b i g s t e p t o w a r d f u l f i l l 

i n g t h e i r s o c i a l a n d f i n a n c i a l p r e r e q u i s i t e s f o r a n i n d e p e n d e n t a d u l t 

l i f e . 

A t t i t u d e s o f N e w W o m e n E m p l o y e e s 

J u d g i n g f r o m t h e a d m i t t e d l y i n a d e q u a t e s a m p l e o f e l e v e n n e w 

w o m e n e m p l o y e e s i n t e r v i e w e d , t h e s i t u a t i o n w i t h t h e m s e e m s t o b e q u i t e 

d i f f e r e n t f r o m t h e m e n ' s . L i k e t h e m e n , t h e y i n d i c a t e t h a t t h e C o m p a n y 

c o m p a r e s f a v o r a b l y w i t h o t h e r c o n c e r n s f o r w h i c h t h e y h a v e w o r k e d . 

U n l i k e t h e m e n , h o w e v e r , t h e y e x p r e s s l i t t l e i n t e r e s t i n a d v a n c e m e n t . 

M o s t o f t h e m s a y t h a t t h e i r w o r k i s f a i r l y i n t e r e s t i n g a n d n o t d i f f i c u l t , 

a n d t h e y f e e l t h a t t h e C o m p a n y p a y s v e r y w e l l . M o s t o f t h e m e x p r e s s e d 

s u r p r i s e a n d p l e a s u r e o v e r t h e r e c e n t r a i s e t h e y r e c e i v e d . O t h e r s , 

? / h e n q u e s t i o n e d , d i d l i k e w i s e . 

T h e a v e r a g e e d u c a t i o n o f t h e w o m e n i n t e r v i e w e d i s a g o o d d e a l 

l o w e r t h a n t h a t o f t h e m e n . T h e m a j o r i t y o f t h e m h a v e h a d n o h i g h 

s c h o o l t r a i n i n g . I n t h e i r i n t e r v i e w s t h e y t e n d t o t a l k a b o u t p e r s o n 

a l i t i e s , s o c i a l e v e n t s a n d p u r e l y p e r s o n a l p r o b l e m s . M o s t o f t h e i r 

p r o b l e m s a r e s u c h t h a t t h e y d o n o t f e e l l i k e t a l k i n g a b o u t t h e m w i t h 

t h e i r s u p e r v i s o r s . S e v e r a l o f t h e w o m e n h a v e e x p r e s s e d a d e s i r e t o 

k n o w m o r e a b o u t t h e C o m p a n y ' s B e n e f i t P l a n s , t h e B u i l d i n g a n d L o a n 

A s s o c i a t i o n a n d t h e H a w t h o r n e C l u b E v e n i n g S c h o o l . 
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O n e o f t h e m o s t i n t e r e s t i n g t h i n g s a b o u t t h i s g r o u p i s t h e f a c t 

t h a t a l t h o u g h n o t p a r t i c u l a r l y i n t e r e s t e d i n a d v a n c e m e n t t h e y s e e m i n g l y 

w e r e m u c h m o r e e n t h u s i a s t i c o v e r t h e i r r a i s e t h a n t h e m e n w e r e . P e r h a p s 

t h e r e a s o n t h e y w e r e s o p l e a s e d i s t o b e f o u n d i n t h e v e r y f a c t t h a t 

t h e y d o n o t e x p e c t m u c h i n t h e f o r m o f a d v a n c e m e n t , T h e i r t h o u g h t s a n d 

i n t e r e s t s a r e i n t h e i m m e d i a t e m o n e t a r y r e t u r n o n t h e . j o b . A n y a d d i 

t i o n a l a m o u n t p l e a s e s t h e m b e c a u s e o f i t s i m m e d i a t e v a l u e a n d u s e . T h e 

m e n , o n t h e o t h e r h a n d , i n s t e a d o f a s s e s s i n g t h e r a i s e i n t e r m s o f 

a r t i c l e s t o b e p u r c h a s e d b y i t , t e n d t o p r o j e c t i t a g a i n s t a h u g e c h a r t 

o f t h e i r f u t u r e a n d o f t h e i r i d e a l s , i n c o m p a r i s o n w i t h w h i c h i t s e e m s 

s m a l l a n d l e s s m e a n i n g f u l . 

A t t i t u d e o f L o n g S e r v i c e E m p l o y e e s 

F i f t y s i x o r a p p r o x i m a t e l y 4 5 $ o f t h e 1 2 2 e m p l o y e e s i n t e r 

v i e w e d h a v e 1 5 o r m o r e y e a r s o f s e r v i c e . T h e s e e m p l o y e e s f a l l i n t o 

t w o d i s t i n c t g r o u p s : T h o s e w h o w e r e f o r m e r l y s u p e r v i s o r s a n d t h o s e 

w h o w e r e n o t . F o r p u r p o s e s o f c l a r i t y t h e a t t i t u d e s o f t h e s e t w o 

g r o u p s w i l l b e d e s c r i b e d s e p a r a t e l y . I n p r e s e n t i n g t h i s m a t e r i a l c a r e 

h a s b e e n t a k e n t o p r e s e n t i t e s s e n t i a l l y a s i t w a s r e c e i v e d f r o m t h e 

e m p l o y e e s . I f t h e r e f o r e r e p r e s e n t s o n l y 8 s t a t e m e n t o f e m p l o y e e s ' 

t h o u g h t s a n d f e e l i n g s . T h e s e a t t i t u d e s a r e s u f f i c i e n t l y g e n e r a l , 

h o w e v e r , s o t h a t t h e y m a y b e c o n s i d e r e d t y p i c a l o f t h e g r o u p s d e s c r i b e d . 

E x - S u p e r v i s o r s 

T w e n t y - o n e o f t h e l o n g s e r v i c e e m p l o y e e s i n t e r v i e w e d a r e e x -

s u p e r v i s o r s . O f t h i s n u m b e r t h r e e h a v e m a d e a s a t i s f a c t o r y a d j u s t m e n t 

t o t h e i r p r e s e n t s t a t u s , t h r o e h a v e m a d e a f a i r a d j u s t m e n t a n d t h e r & . t 

a r e q u i t e o p e n i n t h e i r c o m p l a i n t s . O f t h e g r o u p w h o h a v e m a d e a 

s a t i s f a c t o r y o r a f a i r a d j u s t m e n t l i t t l e n e e d b e s a i d a s t h e y e i t h e r 
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b e l i e v e t h a t t h e y w i l l g o b a c k t o a s u p e r v i s o r y p o s i t i o n s o o n o r t h e y 

b e l i e v e t h a t t h e y h a v e f a r e d b e t t e r t h e n most e x - s u p e r v i s o r s d u r i n g 

t h e d e p r e s s i o n a n d a r e t h e r e f o r e s a t i s f i e d t o l e t w e l l e n o u g h a l o n e . 

T h o s e w h o a r e s a t i s f i e d t o l e t w e l l e n o u g h a l o n e a r e p e o p l e t o w h o m 

a n o p t i m i s t i c a t t i t u d e c o m e s n a t u r a l l y a n d , w h i l e i n m o s t c a s e s t h e 

d e m a n d s m a d e o n t h e m a t h o m e a r e n o t a s s t r o n g a s a m o n g m o s t o f t h e 

d i s s a t i s f i e d e m p l o y e e s , t h e i r g e n e r a l f e e l i n g o f o p t i m i s m c a n b e 

a t t r i b u t e d a l m o s t e n t i r e l y t o t h e i r a b i l i t y t o m a k e f a v o r a b l e c o m p a r i 

s o n s b e t w e e n t h e m s e l v e s a n d o t h e r s . 

A s t h e a t t i t u d e s o f t h e d i s s a t i s f i e d g r o u p o f e x - s u p e r v i s o r s 

a r e v e r y c l o s e l y c o n n e c t e d w i t h a s e r i e s o f e v e n t s w h i c h o c c u r r e d d u r i n g 

t h e d e p r e s s i o n a n d w i t h w h a t t h e y c o n s i d e r e d m a n a g e m e n t ' s p o l i c y t o b e 

p r i o r t o t h e d e p r e s s i o n , i t m a y b e w e l l , f i r s t o f a l l , , t o s u m m a r i z e 

t h e i r i n t e r p r e t a t i o n o f t h e s e e v e n t s . 

S p e a k i n g g e n e r a l l y , i t m a y b e s a i d t h a t t h i s g r o u p f e e l s t h a t 

a m a j o r s h i f t h a s o c c u r r e d i n m a n a g e m e n t ' s p o l i c y a n d i n m a n a g e m e n t ' s 

a t t i t u d e t o w a r d t h e m . T h e y f e e l t h a t , p a r t i c u l a r l y d u r i n g t h e l a s t 

y e a r o r s o , m o r e a n d m o r e e m p h a s i s h a s b e e n p l a c e d u p o n e f f i c i e n c y t o 

t h e n e g l e c t o f o t h e r f a c t o r s , s u c h a s s e r v i c e a n d f o r m e r s t a t u s , w h i c h 

m e a n a g r e a t d e a l t o t h e m . I n s u p p o r t o f t h e i r c o n t e n t i o n t h a t a s h i f t 

i n C o m p a n y p o l i c y w i t h r e s p e c t t o p e r s o n n e l h a s o c c u r r e d , t h e y u s u a l l y 

m a k e t h e f o l l o w i n g o b s e r v a t i o n s . 

P r i o r t o t h e d e p r e s s i o n , d u r i n g t h e y - j a r s w h i l e t h o s e e m p l o y e e s 

w e r e s u p e r v i s o r s , t h e y o b s e r v e d t h a t m a n y i n c r e a s e s i n h o u r l y r a t e s w e r e 

m a d e w h i c h , i n t h e i r o p i n i o n , w e r e n o t w a r r a n t e d s t r i c t l y o n t h e b a s i s 

o f e f f i c i e n c y . T h e y i n t e r p r e t t h i s t o m e a n t h a t t h e C o m p a n y , a t t h a t 

t i m e , r e c o g n i z e d o t h e r f a c t o r s b e s i d e s s h e e r e f f i c i e n c y a s w o r t h y o f 
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m o n e t a r y r e c o g n i t i o n . L a t e r o n , w h e n t h e d e p r e s s i o n c a m e a n d t h e y w e r e 

a l l d e m o t e d , t h e y s t i l l s a w n o t h i n g i n m a n a g e m e n t ' s a c t i o n s w h i c h t h e y 

c o u l d c o n s t r u e a s b e i n g i n c o m p a t i b l e w i t h t h e i r o r i g i n a l i n t e r p r e t a t i o n 

o f t h e C o m p a n y ' s p o l i c i e s . A t t h a t t i m e t h e y w e r e , i n m a n y c a s e s , 

o f f e r e d a c h o i c e o f s e v e r a l h i g h g r a d e j o b s , a n d i n s o m e c a s e s t h e y 

w e r e a s s i g n e d a n h o u r l y r a t e w h i c h , e v e n t h o u g h o u t s i d e t h e r a t e r a n g e 

f o r t h e i r j o b s , r e t u r n e d t h e m a w a g e e q u a l t o t h e i r o l d s u p e r v i s o r y 

r a t a . T o t h e m t h e s e a c t i o n s m e a n t n o t o n l y t h a t t h e i r s e r v i c e w a s 

b e i n g r e w a r d e d b u t a l s o t h a t m a n a g e m e n t f e l t t h e y d e s e r v e d s p e c i a l 

c o n s i d e r a t i o n b e c a u s e t h e y w e r e f o r m e r l y s u p e r v i s o r s . 

T h e f i r s t s u g g e s t i o n o f a c h a n g * i n p o l i c y , , t h e y f e e l , c a m e 

w h e n t h e y w e r e i n f o r m e d t h a t i n j u s t i c e io o t h e r e m p l o y e e s i n t h e g r o u p , 

t h e i r r a t e s w o u l d h a v e t o b e a d j u s t e d t o t h e m a x i m u m o f t h e g r a d e . 

F o l l o w i n g t h i s a n n o u n c e m e n t m a n y r a t e s w e r e s o a d j u s t e d b u t , a n d t o 

t h e m t h i s i s i m p o r t a n t , n o t a l l o f t h e m w e r e a d j u s t e d n o r r e r e t h e 

c o m p l e t e a d j u s t m e n t s m a d e a t o n e t i m e . T i e f a c t t h a t a l l o f t h e r a t e s 

w e r e n o t a d j u s t e d s i g n i f i e d t w o t h i n g s t o t h e m . F i r s t , a n d m o s t 

i m p o r t a n t , i t r e f l e c t e d a c o n f u s i o n b e t w e e n a n n o u n c e d p o l i c y o n t h e 

o n e h a n d a n d p r a c t i c e o n t h e o t h e r . I t r e f l e c t e d a d e p a r t u r e f r o m 

t h e l o g i c g i v e n t h e m f o r m a k i n g t h e r e d u c t i o n s a n d t h e y b e g a n t o d o u b t 

t h e s i n c e r i t y o f t h a t l o g i c . S e c o n d l y , i t r a i s e d d o u b t s i n t h e i r m i n d s 

a s t o t h e c r i t e r i a a c t u a l l y u s e d i n d e c i d i n g w h o s h o u l d a n d w h o s h o u l d 

n o t h a v e h i s r a t e r e d u c e d . T h e f a c t t h a t t h e t o t a l r e d u c t i o n w a s n o t 

m a d e a t o n e t i m e o n l y s e r v e d t o i n c r e a s e t h e i i d o u b t s a n d t o a d d t o 

t h e i r u n c e r t a i n t y . F o r , d u r i n g t h e t i m e t h e s e p i e c e m e a l r e d u c t i o n s 

w e r e b e i n g m a d e , t h e y w e r e n e v e r a t a l l s u r e o l w h a t w o u l d h a p p e n t o 

t h e m a t t h e n e x t r e v i s i o n p e r i o d . 
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T h e f i n a l s t a g e i n t h i s p r o c e s s o f g r o w i n g c o n f u s i o n a n d d i s 

i l l u s i o n m e n t , a c c o r d i n g t o t h e e m p l o y e e s , c a m e w h e n e m p l o y e e s w h o s e 

r a t e s w e r e s t i l l o u t s i d e t h e l a b o r g r a d e w e r e a d v i s e d t h a t t h e i r r a t e s 

w o u l d h a v e t o b e - c u t . A m o n g t h o s e w h o w e r e t h u s a f f e c t e d w e r e s o m e o f 

t h e m o r e e f f i c i e n t e m p l o y e e s i n t h e g r o u p . T h e s e p e o p l e w e r e c u t e v e n 

t h o u g h t h e e n t i r e g r o u p o f t h e i r a s s o c i a t e s f e l t t h a t t h e y w e r e d o i n g 

t h e i r b e s t a n d l o o k e d u p o n s o m e o f t h e m a s t h e m o s t e f f i c i e n t e m p l o y e e s 

a m o n g t h e m . I n e f f e c t i n g t h e s e a d j u s t m e n t s s o m e e m p l o y e e s w e r e i n 

e f f e c t t o l d , " Y o u r r a t e i s $ . 0 6 o v e r t h e m a x i m u m o f t h e g r a d e , b u t a s 

a r e w a r d f o r s e r v i c e , i t w i l l o n l y b e r e d u c e d $ . 0 3 . " I n i n f o r m i n g t h e m 

o f t h e s e r e d u c t i o n s , t h e s u p e r v i s o r s s t r e s s e d e f f i c i e n c y a n d t h e n e e d 

f o r e a c h i n d i v i d u a l c o n t r i b u t i n g a f a i r s h a r e t o w a r d g r o u p e a r n i n g s . 

I n s o m e c a s e s t h e e m p l o y e e w a s t o l d t h a t h i s r a t e w o u l d b e r e d u c e d 

a g a i n i f b e d i d n o t i m p r o v e h i s o u t p u t . I n t a l k i n g t o t h e p e r s o n n e l 

c o u n s e l o r t h e s e p e o p l e a r e p o s i t i v e i n t h e i r c l a i m s t h a t t h e y a r e 

d o i n g a l l t h e y c a n a n d t h e r e f o r e f e e l t h a t a l l t h e f u t u r e h o l d s f o r 

t h e m i s a n o t h e r r a t e r e d u c t i o n . 

T h i s l a s t s e q u e n c e o f e v e n t s h a s a f f e c t e d t h o s e e m p l o y e e s w h o , 

a l t h o u g h t h e y h a d m a n y a p p r e h e n s i o n s b e f o r e , w e r e n o t v i t a l l y a f f e c t e d 

u n t i l t h a t t i m e . I t a l s o t e n d e d t o a d d t o t h e q u a l m s o f t h e o t h e r l o n g 

s e r v i c e p e o p l e . T o m a n y o f t h e m i t m e a n t a r e v e r s a l o f C o m p a n y p o l i c y . 

T o o t h e r s , w h o w e r e r e a l l y a s k i n g m o r e t h a n a n y t h i n g e l s e d u r i n g t h i s 

p e r i o d o f a d j u s t m e n t t h a t t h e r u l e s o f t h e g a m e b e d e f i n i t e l y s t a t e d 

a n d a d h e r e d t o , i t m e a n t t h a t e v e n t h o u g h t h e r u l e s n o w b e d e f i n i t e l y 

s t a t e d a n d e v e n t h o u g h t h e y p l a y t h e g a m e w e l l a c c o r d i n g t o t h o s e r u l e ^ , 

t h e y c a n n o t f e e l s u r e t h a t t h e r u l e s w o n ' t b e s w i t c h e d j u s t w h e n t h e y 

a r e p l a y i n g t h e i r b e s t . I t m e a n t , i n s h o r t , t h a t b o t h o f t h e p i l l a r s 

u p o n w h i c h t h e i r s e c u r i t y w a s b a s e d , e f f i c i e n c y a n d s e r v i c e , w e r e n o t 

t h e s u b s t a n t i a l t h i n g s t h e y o n c e t h o u g h t t h a m t o b e . 
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I n r e f l e c t i n g u p o n t h i s s i t u a t i o n t h e s e p e o p l e c o n c e d e d b y -

a s k i n g , " W h e r e w i l l i t e n d ? W h a t a m . I w o r k i n g f o r a n d w h a t c a n I d o 

a b o u t i t ? " I n s e a r c h i n g f o r a n a n s w e r t h e y t o o k s t o c k o f t h e m s e l v e s 

a n d f e l l b a c k o n t h e f a c t t h a t t h e i r w o r k a s a s u p e r v i s o r w a s n e v e r 

c r i t i c i z e d . A f e w o f t h e m o r e a g g r e s s i v e i n q u i r e d o f t h e i r s u p e r v i s o r s 

r e g a r d i n g o p p o r t u n i t i e s f o r b e i n g r e i n s t a t e d a s a s u p e r v i s o r . I n a l l 

c a s e s t h e a n s w e r w a s i n d e f i n i t e a n d i n s o m e c a s e s t h e e m p l o y e e w a s 

d i s c o u r a g e d s o t h a t h e b e l i e v e d h e w o u l d n e v e r s u p e r v i s e a g a i n . T h e s e 

p e o p l e , , i n t a l k i n g o v e r t h e p r o b l e m w i t h o t h e r s , c r y s t a l l i z e d a g e n e r a l 

b e l i e f t h a t v e r y f e w e x - s u p e r v i s o r s w o u l d " g o b a c k " 

M o r e r e c e n t l y t h i s p i c t u r e h a s c h a n g e d s o m e w h a t a n d t h e 

c o u n s e l o r s n o t e a n i n c r e a s i n g a m o u n t o f o p t i m i s m . T h i s g r o u p h a s 

o b s e r v e d t h a t s e v e r a l o f t h e i r n u m b e r h a v e b e e n r e i n s t a t e d a s s u p e r 

v i s o r s a n d t h e y n o t i c e p r e p a r a t i o n s f o r m o r e o p e n i n g s i n t h e n e a r 

f u t u r e . T h e y a l s o n o t e t h a t n o n e w e m p l o y e e s h a v e b e e n p r o m o t e d t o 

s u p e r v i s o r y j o b s , a n d t h e i r s u p e r v i s o r s h a v e b e e n a b l e t o e n c o u r a g e i n 

s o m e o f t h e m a f e e l i n g t h a t t h e y m a y n o t h a v e t o s t a y " o n t h e b e n c h " 

v e r y l o n g . T h e s e a c t i v i t i e s a p p a r e n t l y h a v e h a d a d e c i d e d e f f e c t u p o n 

t h e m b e c a u s e t h e i r a t t i t u d e s , w h i l e s t i l l p e s s i m i s t i c , a r e n o t n e a r l y 

a s h o p e l e s s a s t h e y w e r e b e f o r e . T w o e m p l o y e e s i n t e r v i e w e d r e c e n t l y 

e x p r e s s e d c o n s i d e r a b l e i r r i t a t i o n o v e r t h e f a c t t h a t t h e e m p l o y e e r e p r e 

s e n t a t i v e s h a d a r r a n g e d f o r t h e m t o b e i n t e r v i e w e d b y t h e i r s u p e r i n t e n 

d e n t . T h e y s a i d , " H e ( t h e i r s u p e r i n t e n d e n t ) w i l l t h i n k w e ' r e a b u n c h 

o f c r y b a b i e s , a n d h e ' l l t h i n k w e c a n ' t t a k e i t . I d i d n ' t w a n t t o s e e 

h i m . " T h i s w o u l d i n d i c a t e a g r o w i n g f o o l i n g o f p r i d e a n d s e l f - r e l i a n c e . 

O t h e r e m p l o y e e s w h o s e d i s s a t i s f a c t i o n w a d v « r y o b v i o u s a f e w m o n t h s a g o 

a r e n o w l o o k i n g f o r w a r d a n d " w a i t i n g t o s e e w h a t h a p p e n s . " 
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O t h e r L o n g S e r v i c e E m p l o y e e s 

O f t h e 3 5 l o n g s e r v i c e e m p l o y e e s i n t e r v i e w e d w h o h a v e n e v e r 

" u c h i e v e d s u p e r v i s o r y r a n k , 1 2 a p p e a r e d t o h a v e m a d e a s a t i s f a c t o r y a d j u s t 

m e n t w h i l e t h e o t h e r 2 3 w e r e v e r y o u t s p o k e n i n t h e i r c o m p l a i n t s . 

A s m a l l p e r c e n t a g e o f t h e f i r s t g r o u p a p p e a r t o h e w a i t i n g f o r 

p e n s i o n s . T h e y d o n o t e x p e c t a d v a n c e m e n t o f a n y s o r t a n d a r e , t h e r e f o r e , 

c o n t e n t t o d o e n o u g h w o r k " t o g e t b y " i f t h e y a r e l e t a l o n e . T h e y s a y , 

" " I ' m p r e t t y w e l l f i x e d " o r " I g o t m y k i d s w o r k i n g n o w s o I h a v e n ' t m u c h 

t o w o r r y a b o u t . " T h e a t t i t u d e s o f t h e b a l a n c e c a n b e d e s c r i b e d a s 

i d e n t i c a l w i t h t h e s a t i s f i e d e x - s u p e r v i s o r s . T h e y f e e l t h a t t h e y h a v e 

b e e n f o r t u n a t e a s c o m p a r e d w i t h o t h e r s a n d a r e , t h e r e f o r e , o p t i m i s t i c 

r e g a r d i n g t h e f u t u r e . 

\ 

T h e o t h e r 2 3 e m p l o y e e s t h o s e w h o c o m p l a i n o p e n l y , s e e m t o h a v e 

e x p e r i e n c e d e v e n t s s i m i l a r t o t h o s e r e l a t e d b y t h e e x - s u p e r v i s o r s o r t h e y 

h a v e s p e n t c o n s i d e r a b l e t i m e t a l k i n g t o t h o s e w h o h a v e b e c a u s e t h e i r 

s t o r i e s a r e a l i k e . I n a d d i t i o n , t h e y s a y t h a t m o s t o f t h e n e w p i e c e 

r a t e s c a r r y w i t h t h e m a n e x p e c t e d h o u r l y o u t p u t t h a t i s o u t o f l i n e w i t h 

a n y o l d e r r a t e t h e y k n o w o f . O n t h e w h o l e , t h e y f i n d t h a t i t i s n o 

l o n g e r s u f f i c i e n t t o t u r n o u t w h a t e m p l o y e e s u s e d t o c o n s i d e r a d a y ' s 

w o r k . I n s o m e c a s e s t h e y m u s t d o t w i c e a s m u c h , a n d e v e n w h e n t h e y d o 

m a n y o f t h e m f e e l t h a t t h e i r e a r n i n g s a r e b e i n g r e d u c e d g r a d u a l l y . 

M a n y o f t h e s e e m p l o y e e s n o t e t h a t t h e i r h o u r l y r a t e s a r e a t t h e 

m a x i m u m o f t h e g r a d e a n d t h a t t h e y a r e w o r k i n g o n t h e h i g h e s t g r a d e d 

w o r k i n t h e d e p a r t m e n t . T h e y a l s o h a v e f r o m 1 0 t o 1 5 y e a r s t o w o r k 

b e f o r e t h e y a r e e l i g i b l e f o r a p e n s i o n , a n d t h e y h a v e c h i l d r e n w h o m u s t 

b e g i v e n a n e d u c a t i o n t h a t i s " b e t t e r t h a n I h a d . " T h e y a s k , " W h a t c a n 

I d o a b o u t i t ? W h o c a n I s e e T s h o w i l l g i v e m e a c h a n c e a t s o m e t h i n g 

b e t t e r ? " A tev h a v e a l r e a d y a s k e d f o r t r a n s f e r s t o m a c h i n e d e p a r t m e n t s . 
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O n e i s t a k i n g a t o o l m a k i n g c o u r s e i n e v e n i n g s c h o o l . O t h e r s w o u l d l i k e 

t o d o s o m e t h i n g h u t t h e y a r e a f r a i d t h a t t h e y m a y b e t o o o l d t o l e a r n n e w 

w o r k , s o r a t h e r t h a n r i s k f a i l u r e t h e y d o n o t h i n g . T h e i r c r i t i c i s m s a r e 

d i r e c t e d a t t h e b o g e y , t h e l a b o r g r a d e , a n d t h e r a t e r a n g e . T h e y t h i n k 

t h a t t h e r e s h o u l d b e " s o m e a l l o w a n c e f o r s e r v i c e " a n d t h a t t h e " o l d t i m e r 

s h o u l d n o t b e e x p e c t e d t o d o a s m u c h a s t h e y o u n g e r e m p l o y e e . " B u t t h e i r 

r e a l c o m p l a i n t s c a n a l l b e g r o u p e d a s a p r o t e s t a g a i n s t w h a t a p p e a r s t o 

t h e m t o b e a s t a g n a n t s i t u a t i o n ; t h a t i s , o n e w h i c h o f f e r s n o o p p o r t u n i t y 

f o r p r o g r e s s . 

R e c e n t l y t h e c o u n s e l o r s h a v e n o t i c e d a n i n c r e a s i n g a m o u n t o f 

s a t i s f a c t i o n o n t h e p a r t o f h i g h g r a d e e m p l o y e e s w h o a r e n o t o n r e p e t i t i v e 

w o r k . M o s t o f t h e s e p e o p l e h a v e b e e n n u m b e r e d a m o u n g t h e d i s s a t i s f i e d 

b e c a u s e t h e i r t h i n k i n g i s s t i l l d o m i n a t e d b y p e s s i m i s t i c p r e o c c u p a t i o n s . 

H o w e v e r , t h e y n o w a p p e a l ' t o b e g e t t i n g m o r e s a t i s f a c t i o n f r o m t h e i r w o r k , 

a n d a r e t h i n k i n g l e s s a b o u t " p a s t g r i e v a n c e s . " I n e x a m i n i n g t h e s i t u a t i o n 

i n w h i c h t h e s e p e o p l e a r e w o r k i n g f o r a n e x p l a n a t i o n o f t h e i r c h a n g i n g 

a t t i t u d e , t h r e e f a c t o r s s t a n d o u t a s s i g n i f i c a n t . F i r s t , t h e a c t i v i t y o f 

t h e g r o u p h a s i n c r e a s e d s u f f i c i e n t l y s o t h a t t h e y a r e n o w v e r y b u s y a n d 

h a v e p l e n t y o f w o r k a h e a d . T h e y n o l o n g e r h a v e m u c h t i m e t o t h i n k o f 

t h e m s e l v e s . S e c o n d l y , a n u m b e r o f n e w e m p l o y e e s h a v e b e e n h i r e d a n d t h e y 

a r e " w o r k i n g w i t h " t h e o l d e r e m p l o y e e s . T h i s g i v e s t h e o l d e r e m p l o y e e s 

a f e e l i n g o f p o s i t i o n i n t h e g r o u p . F i n a l l y , t h e s u p e r v i s o r s i n t h e s e 

g r o u p s a r e n o w s o b u s y t h a t t h e y a r e g i v i n g m o r e a n d m o r e r e s p o n s i b i l i t y 

t o t h e o l d e r e m p l o y e e s . I n s o m e c a s e s t h e o l d e r e m p l o y e e s a s s i g n t h e w o r k 

t o t h e n e w e m p l o y e e s a n d h a n d l e j o b d i f f i c u l t i e s f o r t h e m . T h e y a r e , - i n 

e f f e c t , u n o f f i c i a l s u p e r v i s o r s . T h e n e w e m p l o y e e s l o o k u p t o t h e m a n d 

r e s p e c t t h e m a n d t h e l o n g e r s e r v i c e p e o p l e s e e m t o g e t a g r e a t d e a l o f 

p e r s o n a l s a t i s f a c t i o n f r o m b e i n g r e c o g n i s e d i n t h i s w a y . 
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S u m m a r y 

B y w a y o f s u m m a r y , t h e m a i n p o i n t s b r o u g h t o u t i n t h i s a n a l y s i s 

o f t h e a t t i t u d e s o f a l i m i t e d s a m p l e o f s h o r t a n d l o n g s e r v i c e e m p l o y e e s 

t o g e t h e r w i t h s o m e o f t h e s i g n i f i c a n c e w h i c h s h o u l d b e a t t a c h e d t o t h e m 

m a y b e l i s t e d a s f o l l o w s : 

1 , T h e n e w e m p l o y e e s a r e f o r t h e t i m e b e i n g f a i r l y w e l l s a t i s 

f i e d . T h e y a r e g l a d t o b e w o r k i n g f o r t h e C o m p a n y a n d f e e l 

t h a t t h e C o m p a n y c o m p a r e s f a v o r a b l y w i t h a n y o t h e r t h e y h a v e 

w o r k e d f o r . T h e i r c h i e f p r e o c c u p a t i o n i s w i t h a d v a n c e m e n t . 

T h i s p r e o c c u p a t i o n s e e m s t o b e s o s t r o n g c h i e f l y b e c a u s e 

t h e y a r e a v e r y c a p a b l e g r o u p o f p e o p l e a n d h a v e r e a c h e d t h e 

a g e w h e r e t h e y a r e r e a d y t o a s s u m e f a m i l y r e s p o n s i b i l i t i e s . 

2 . T h e f a c t t h a t t h e C o m p a n y h a s t h i s l a r g e g r o u p o f a m b i t i o u s 

y o u n g p e o p l e c a r r i e s w i t h i t a n u m b e r o f i m p l i c a t i o n s , 

2 . 1 F o r t h e s u p e r v i s o r s a n d p e r s o n n e l p e o p l e i t i m p l i e s 

g r e a t e r a t t e n t i o n a n d e f f o r t t o p r o b l e m s o f p l a c e m e n t , 

t r a i n i n g , a n d v o c a t i o n a l a d j u s t m e n t . 

2 . E F o r t h e s u p e r v i s o r s a n d m a n a g e m e n t i t i m p l i e s m o r e 

a t t e n t i o n t o t h e f o r m u l a t i o n a n d _ a d m i n i s t r a t i o n o f 

p o l i c i e s a n d p r a c t i c e s . I t w o u l d s e e m t h a t t h e m o r e 

i n t e l l i g e n t t h e p e r s o n n e l , t h e m o r e i n t e l l i g e n t m u s t 

b e t h e i r h a n d l i n g . T h e y h a v e i n i t i a t i v e o f t h e i r 

o w n a s e v i d e n c e d b y t h e i r v o l u n t a r i l y c i r c u l a t i n g 

p e t i t i o n s t o g e t w h a t t h e y w a n t , . A b o v e a l l t h e y 

a r e c u r i o u s a n d a r e l i k e l y t o d e m a n d a c l e a r u n d e r 

s t a n d i n g o f C o m p a n y p o l i c i e s a n d p a y m e n t s y s t e m s . 

2 . 3 F o r m a n a g e m e n t i t r a i s e s t h e q u e s t i o n a s t o h o w f a r 

i t c a n o r s h o u l d g o i n h i r i n g h e l p o f t h i s c a l i b r e f o r 

t h e k i n d o f w o r k t o w h i c h t h e y a r e a s s i g n e d . I t 

r a i s e s t h e q u e s t i o n o f w h a t k i n d o f b a l a n c e s h o u l d b e 

m a i n t a i n e d i n t h e t o t a l p e r s o n n e l a n d w h a t k i n d o f 

e q u i l i b r i u m i s m o s t d e s i r a b l e f r o m t h e s t a n d p o i n t o f 

p r o d u c t i v e n e s s a n d s t a b i l i t y . 

3 . T h e l o n g s e r v i c e e m p l o y e e s , w h i l e t h e i r m o r a l e s e e m s t o b e 

i m p r o v i n g , a r e s t i l l v e r y p e s s i m i s t i c . 

4 , I n c o n s i d e r i n g t h e e v e n t s w h i c h h a v e b r e d t h e s e u n f a v o r a b l e 

a t t i t u d e s a n d w h a t m i g h t b e d o n e t o i m p r o v e t h e m t h e r e a r e , 

a g a i n , a n u m b e r o f i m p l i c a t i o n s . 
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4.1 First of all there is implied a problem of rehabili
tation. By this is meant something more than what 
is being done at present to restore morale by rate 
revisions and promotions. The big problem is that of 
restoring this group's 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 

k more fact-facing and long time point of view on the 
part of management, much desirable progress could be 
made along these lines. 

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

4.3 Continuing the practice of giving this group first 
consideration in selecting supervisors and candidates 
for the more 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 about at present. The long service 
group, while somewhat disgruntled, are well integrated 
members of the Company's social organization. They still 
have confidence in the Company which means that they feel 
quite free to voice their preoccupations and troubles. The 
fact that they do so, in turn, means that management is more 
likely to know at any one time what frame of mind these 
people are in. The new employees, hov;ever, are not yet 
integrated members of the Company organization. They have 

* not been here long enough to have built up the same rela
tionships with their supervisors that the older people have, 

d This means 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. 

WJD-831-4-LT 

9-10-36 

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



/ i / 

•&&mto& mm. 

i 91* i 

I i r a sf*€it%liif fm tm» imtmm$im « *!ii*a **$©.?fe 

*oittUMftU£i>&* M o Mmi» wi%h f&» *%%%*Wim m» cftsrt m a lend 

* S&0 
mSk * wm 

* MX 
* 

* # i i 
« * m 

* • i H T X 

U N I V E R S I T Y O P W I S C O N S I N - M I L W A U K E E 



/ 3 ' 

m, * f»»«iii»#a. amuim* 

I attoehiag oopiea of « *htr#" report whieh hue been 
l«aued in <jottn»tttloc with tfc* •xperltnwit 0? personnel oouncelling, 
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*.ttituti«o of our abort Mil long eerriae •Mg&oyoee end outline some 
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1 am fittcw&iag, for yow? inttoraattat a oopy of a report 
on 4$t* attituaos of atei «M long a*nri«a â loya©*. 2&« *e* 
port is baaau mpos tatm&Um 3ata obtained ia oon»e<*tio» viUt tto 
perr<onnol counseling aspevisitat and ©utlinoiis ao»a of th© pyoblssw 
ta&iGh naafl to fee aon©ia*?*a in JtonflttAtiac?, plans for aaoling ¥di& 
thegd tsro groaga. 1 High* «M that fh* *â ri?aoat XNtfarreei to Mi 
oat&Md and our aarltar pr©sr*»a nitfe it waa Oldgusaaa in two 
pratiou* reports i&ioa w«re aant to you on 3>u)» S» 1930* 

All su$trtitf»»d*»t« at Bowtbon* 
All m*km BMilen Chl«fs 

Copy to !!•••?»! 
0* X* Hl«# - 0001 
G« A* XmUfcy - 1000 
0« A* PiWKKtk - 2000 
3?, 25. 3t«3jr - 3000 
B* A. - 7500 
0*. H. Btllnog ~ too 
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I m attehittgi your late*Mri3d% & <wpy a wspoopt 
on tna attituda* of our ttfc§rfc and loof: t#rtido 6iuploy««8. ra-* 
port is ba»o4 upca* Im&rwim d»t» *tfota£»*d In oormoetion ̂ ith tha 
imrsoncel couaatliiag oxp«rta#nt amA outllna* a<W» of tna probloma 
whiah n»ad to ooa«i«5tr«d in romulatin4? plana for dealing *i*h 
tlttMMl two froupa. I ir.ight add *b«* ife* «gp«Kbitnt *a*to»d to waa 
otttliaad amd otu? ftcrllar <psQgst*tf with It Hi 4Mwtf4M& ia t*o 
&mvtoa» rtporta «#ra **»t to ym* ofi a*** 3, 1536. 

OT*631*4^X.f 

MmoraadiM. to* * 
All cuparta mi Btwtbow* 
All *ark« Diritloit 02ii«f« 

Oopy to M*«*7«! 
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»• A. Pfi#a - T500 
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X mm attaching, for yoar iafottaotiosi, h mw of m roport 
on tb* attitude of w abort *»& long ainris* smpXoyasa* g» 
port ii tattft ttpoa i»t«nri«w data obtttatft in ooaaaotioa Tilth tha 
ptr»onnaI counaallng axpariaiant outliaaa *m& of t&« proalaa* 
*&ioh n#«& to b* oon*idortd ia foxnuXatlais plan* for a«*Uag with 
tfetai two groujit, X stg&t tM that tha axp«rlwi»t raf»rr«4 to vftft 
outlifiad aa*l our ewrlitr pwgr«M with it waa <U«ous»aA in 'two 
pwioua r«port» *iti«fe wara Mat to you oa 2mm 3, 1936. 

0* E# MJ'fHiBIOHS - 800 
Att. 
MmorwaÂii to* 

All 3&3prlat*»£*atft *t mwtbon* 
All &v|*lcflt Chiof« 

Copy to Haiarai 
. C» jU Bit* - 0001 

a, a. I*i*ry - 10O0 
G# A* ?«iart«fc * J0Q0 
3r* M« Stater * 30O0 
H« A* Brit* * ?6O0 
?• H* HtXlwt* - $00 
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OCT 1 1936 

mm Um m:.® fche c|U©ffU«& ease up ay to whetu©r resat pny-lode &o*ld bo 03itended isora widely Is the aho& ana if so to what 
d A p a p f c & e & t B * in view of tho exccxioaee t&m of the people in the 'jMuatriel nalatioae Braach had bad with this problem tho oxr&ir© Quasti&ji vmu referred to tb# industrial li&soarcfe Dojjartaioat for dk-
paeal* 

In e<m$i*Serl»g this matter, tea courts of r<eti on were 
i&Ucat&ds somaô  from this Sraaea could bo assigned the dufcy of 
ffiofclgg tfc« accessary J<rt> surveys» or r< oeas&raadttn eovoris.; the sub
ject could big written as a guide for the various ifreuito 5)5. visions 
ia the expectation that they would take the neeeoeaxy action for 
tiioir respective branches* 

la msay ways the first courso seemed the mora d&elrahle 
one, 4ma&£ other thlag* it would incur© eeat:s&Xi£ea' responsibility 
aad UBiformity of sdaiaistratiou. Tho difficulty* however, caa 
that had no one to whom thia work could bo delajateti without 
sacrificing; other activities upon itsieh the r(ualifio:? poople have 
be«a workiag. <s;e have postpoaed acting upoa th-o problem is the 
hope that we could see fit to frao aoiaeoaa f rsm other work, •.:» 
far this has not bsea possible a& rather thaa poatpo&e the matter 
longer we have ehoaea the second course. 

'&m attached report, therefore* htm been prepared for 
the iufom&tioa of the Results Divisions In the expectation thn % 
they will tako over the job of outlining ami exeouti%* a definite 
rest period program for their braaehea* Tale report em-rarizes 
our views with r»spect to the fuuctioa, iastallatioa mti odninls* 
tififcioa of rest periods. If this plan neota with your approval we 
shall set ia touch with the Kesults Divisions uml cooperate -vith 
them la wor&in?, out a suitable course of action. 

O R I G I N A L S t G N € 0 8 Y 

G . S . R U T H E R F O R D 

rmorandura to rescrs: 
-1. ? tuadry - 1000 
u. leaaoek - £000 
J. : \ tohr - 3030 

mpy to i 
i ' r. <*« 1 . ,.ie. - 0001 
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At various tim* i» tha past few years requests tor the 
installation of re*t periods or for information about them have 
come up in joint coamittee meetings and in supervisory conferences. 
In setae of the at cases rest periods tarn bean instituted while in 
others, due to uncertainty aa to the kinds of work for which rtat 
periods are aultad or uncertainty as to tht pre Mat status of the 
Company* a axperiiatntel work along these lima a, Usest requests have 
been mat by promises of further study or investigation. Because 
of this situation and ia flaw of the Industrial Besearch Bepart-
leant** previous experiences 1m tht development and installation 
of rest periods, this subject has ham referred to this depart
ment for disposal• 

Two ways of handling litis problem suggest iftsiaselves. 
The first is that so*toae in this orfamisatiODL who is familiar 
with th« subject hs gives the responsibility of surveying tht var
ious departments in ths Plant, detexaining whieh oats should haws 
rest periods and then seeing that they are instituted and adminis
tered properly, Tbie jsethed, although it would tend to assure 
uniformity of practice, would necessarily be tins consuming end 
laborious. The second method suggested is that a fairly compre
hensive report on the subject be prepared for the use of the line 
organizations* This plan anticipates that tfce operating organisa

tions will themselves t*kt the initiative in instituting and ad
ministering rsst periods. Ia view of the present situation this 
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coarse mmm the jaore advisabl* of the two and the foilowing di~ 
gaat of the auojact ha* baan pr»perad for uao in that connection. 
*ghe Banotiona of Tleat Farlod* 

IH ordar to adminlatar raat parioda affaotiiraly it ia 
important to un&aratand tha function* which thay ara auppoaad to 
fuXflli* fho following point*, whiles not oxhauotiTa, indicat* 
tha major Traluaa in antkesriaad raat* as datanalnad by datailad 
invaatlgatipna a«ra at Hawthorne and by innumarabla othor studio* 
conductad both In this aountry and abroad* 

1, Ha at parioda aarv* to diminish and in some mmn to 
aliiainata failings of boradoia or jaonotony frequently 
expariancod on alalia, highly rapatitiro joba. 
'-'.hilo it la true that no job oan ba eaid to bo man-
otonoua, lnaasmoh a* monotony la primarily a atats 
of wind and ia axparianaad in varying dagrao* by 
oparatora doing the aama kind of work, nararthalaaa 
it i* axparianoad by a auffloiantly larfti number of 
aragloyaa* to. eonstituta an iŝ ortant problasi and one 
worthy of aarloua attantion* Ltonotony in work usually 
mmm- that thar* ic a m**k*& disorapaney batwaan th* 
amount of attantion a paraon ia capabl* of giving to 
hi* work and tha amount hi a work damanda. TJndar auch 
condition* tha amployaa la fra*> during tha greater 
part of bla working day, to indulgi in daydreaming 
or diapar**d thinking. Exacting atudla* by akillad 
Investigator* ahow that that* day draaata tand to ea~ 
oome »***i*i*tia. Wm individual tand* to dwall upon 
hi* paraonal probXema or work grievanaea with tha 
raauXt that thay grow out or all proportion to thair 
raal importance and result in Xowarad morale and ef~ 
flcianey, ftr tha introduction of raat period* euah 
ohalna of reflaetioa are broken, tha individual ia 
brought hawk to raaUty and, If ha mingle* with hi* 
oo-workera, his attantion la diraotad toward than 
and away from himself • Shi* 1* on* of tha ahlaf 
raa*on* why dlsalplln* should ba raXaxed and why tha 
individual ahould ba encouraged to talk or partici
pate in group activities during tha raat period. 

£• Ra*t parioda a*rr« to dinrtni»h feellnge of fatigus 
raauXtlng from tha parformenee of heavy muaaular 
work or work whiea raquirea a fairly fixad muscular 
sat. 
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r-evbaps ao au&aa problem baa r&ceived wc-re nttea-
tioft ttom i&vestlgators la iadustry *haa that of 
fatigue* la geaeral, these inwalitiatioas hm$ 
shows that fatigue i« aa/ «ir-ple sense Cioea »ot 
exiet. The tease has beea used to eovev a variety 
of organic and mental eoaditloa* which differ 
•sarkedly as to origin. ..bateve* th# cause of 
fatigue, however, the fact roiaaiias Osteon? worlcerx'a 
do tired aad such feelis^e of tiro$«sea a r e 

lUmiiiishea by r©st poriô le. »J«ri»js c h © raot pc*r~ 
iod Che operator ha** a ohaaee to Keupexato t*nfl 
raturae t© his m»rk with roaewed vigor* i;e ie 
usually able to. m a f c c i up for the tiros to lorn out for 
the rost period without coaseioasly extends r.',-; him-
self* 

3, Heat periods give et&ployeos wor-kln**, uatfer uausual 
coa&itioaa a a opportunity to racuparatef. 
Ĵ ploycns cubjoct to conditio as involving « evasive 
heat, soiso, furaost eyestrain, etc., fine! that rest 
periods have a recuperative aad atisaalatias effect 
ea output and efficiency. 

4, Best periods taad to orgaalza the tiwe ̂ ileh maay 
employees "steal* from their work ia unauthorised: 
rests b u 3 thus serve to solve one of the (super
visor's disciplinary problems. 
• hero rests «re act authorized titmyr employees isho 
feel the need of a rest nwsaage to saeek a few taia-
utes from the job. This is frequently dons under 
tha guise of getting a drink or g o i n g to t h a toilet, 
oae invostigator fouad that the time thus tnkea 
was e^ual to aM la acme cases exctsaed the mount 
of time w h i c h would have beea required by rest per
iods, .hen rest periods 'were introduced moat of 
these undirected and i a t « » m i t t e R t interruptions ia 
work routiaes were voluntarily stopped. The e m 
ployees w e r e pleased because they no laager had to 
take their rests uader the -rulse of violas eonethiag 
olse ana the supervisors were no longer bothered by 
the problem of employees going to tho washrooms. 

5, Rest periods teas? to crests a b e t t e r attitude toward 
the job, to foster friendship acioag the aoployeo body 
and to streaRthea ths saployee»eatploy©r relationship. 
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" £ h e studios conducted on raat p e r i o d s hsrs **% Haw
thorns showed t h ^ t . ouo of tha ablet functions of 
r e s t juried* was to integrate the employes i n the 
(ktiraany organisation, curing t h e rest period too 
smpioyten hay© anon jsaore opportunity to moot o n e 

a&ot&er and to baeosae mambare of a ao-cial R?oup« 
in addition, t h a y interpreted r o » t parioda tx& tm. 
expression of maju^emeni'a interest i n then as 
human beings. Tha resulting good will reflected 
as inprov̂ iont i n tha employees' attitude toward 
the Ĉ fany. 

Bmp3̂ yae.y\ttitndo .toward 3eafr Periods 

iSxparimonts v/it& various types of rest periods in the 
Relay assembly feat ^ o o k proved that thay tsera dosirafclo, fvon 
the standpoint of both mmagariont and tao amplo/ooa* oecr.ussa m 
many variable0 .influences? fluctuations la output it »tas difficult 
to measure accurately tha offset of raat periods o n individual or 
group performance. However, i t was definitely concluded %M% out
put did not suffer ns a res alt of theeo sc&edttlod interruptions 
in work routines; if responsible for any o h M g © # output w p o atim-
lataji even though nspvoximatoly four -and 9S8~half tor c e n t of t h e 

t?orfc tine nas taken out* 
tha taat imom operators' eoessants Indiestoft thot thay 

wars enabled to y»rk with leas effort following the rest portaCw, 
fhey further state* that they folt no neod for pressing or ops>*d~ 
i»£ up to compensate for time out, ?aay enjoyed tha rreodois sad 
tha opportunity to relax a n d loave their bench positions for n 

faw moment®. During the morning period they ordinarily spsat 
part of the free time eating; light lunches. 

whan raat parioda ware introduced ia various ohop do-
partmenta e alrailar reaction waa observed. /%% flr«t sos» o f tha 
employees rssisted rest parioda baeausa thay fen red that their 
earnings would suffer* as thay beea&a aceustomsd to tho plan md 
found that thay were abl* to keep up their nverego &edly output 
without increased axpanditur* of affort their objections noon 
disappeared* An analysis} of interviews taken in dopartssgnta havicg 
rast parioda shows that tha plan waa favorably received by a large 
majority of tha employees* Their reaction ma much the same as 
that expressed b y tha teat room operators* 1?hey seeded to feel 
that management had introduced raat periods out of consideration 
for thair welfara* ine time was spent in playing enrda, convers
ing with follow workars, eating light lunches, etc. 
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"0&£awrabie criticism m& largely dirsctsd toward n&rtlnla*-
tratlou of tha plun rathor thoa the plm itself, .isployee*. statod 
that In some departments supervisors iaterproted th© functions of 
raat perioda na a ssaihod of organising personal tisto* T&oy wore 
discouraged tsm leaving, their positions at any other t&scu In 
other loaatloaa* rest periods wore sot ogmpolsory oosssquantly 
some smployesa eontinnad to *:orJs, thus disturb11& thoee who «ore 
usiqg th© periods for rocraatlon. 
installation of %*st Parioda 

tha first problem in installing root porlo&a io that of 
determining which jobs should havo the®. 'Ibis proolsn is mdo 
difficult because the ©rltoria for taakiag auch decisions are not 
claar. In viosr of the Bany mictions -shieb rest periods ssay per
form it ia clenr Mist typa of cork alone Is sot an adequate guide 
fcee&uss thay may ba beneficial even though thero in no ovidenoo 
of fatigue or pronounced horadom. 

In general it my be said that re at periods should be 
seriously considered on » l l typos of work except that which pro
vide a a good deal, of freedom of wovsraant or variety* It ia quite 
likely, for ex&iapla, that rest periods are not neodod by truckers 
who Get around the plant a gooa deal ond hove occasion to atop ?&lle 
waiting for elevators* In surveying jobs perhaps first attention 
should ba olrm to groups t»ho have already ©xprasmed a need or 
desire for rest periods* fallowing this it *aight bo well to ex
amine beach aorJe and those situations in tshioh unusual conditions 
such *.,:* heat, fumes or eyestrain exist* 

h criterion for introducing xsst periods mnong groups 
alloyed on automatia anachlno* is tha degree to tsfeich attention 
must bo fixed on tha m chinas. If introduced at proper inter
vals rest periods would enabla these employees to concentrate 
bettor on thoir work* However, the tint involved In storting an'l 
stopping Machines offers a problem which needs to be considered, 
in tha past, a partial aolutioa was to have employees stagger 
their r«st periods, each taking charge of two machines* if not 
too expansive, of course, it would ba batter to stop the rsachlnee. 
This would provide relief from noisa and allow everyone to rest 
without barring to make up for it later. It has also bean pointed 
out that some nr.cMnea function mm effectively if the oil hns a 
chance to cool* 

On conveyor jobs it eon be anticipated that root per
iods will tend to oreanlfce time taken for porsonol needs. ?hio 
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is contrary to one of the fundamaatal objective* of the plaa» ia* 
asaach as employees should he free to leave their work when aac-
aaeery* It is tirue*. however, that aaaployeea on conveyor job* can-
aot be spared1 at irregular intervals throughout the day unless *a 
adequate number of utility operators are available* 

Another Question requiring careful analysis la whether 
rest period* should be installed toy departments or building loca
tions* £»# latter aeeias more advisable ia order to eliminate as 
much activity aa possible during the periods eat aside for rest* 
fhi$ policy m.& followed ia the past aad it also served to diss?* 
laate charges of dlsorfcraination between groups employed ia the 
mmm buildiag location* iit praea-ati laapeotloa and shop clerical 
h.-la are included with the operating departments* If the entire 
location were to be considered all maintenance mm, truckers and 
production tracers should be included, evea thougb their dutias 
nicy permit freedom of movement and aumerous breaks ia dally rou
tines* 

In installing rest periods the following physical prob
lems must be investigated: 

1* washroom facilities 

fo avoid congestion, washrooms should be Investigated 
to dateraiae their capacity* "ibere washrooms are as* 
signed to more than oae department it ia advisable to 
stagger the rent period sehe&ule* la may departments 
fsasle eapldyees epead laoat of the slotted time in the 
washrooms* Care should be taken to route oraployees to 
waahraen* adjacent to their awn department* ia order 
not to disturb other groups* 

33ie General service Division should be notified when new groups are 
placed oa rest periods so that the washrooms my be kept ia order* 

Z, van*!* eervics 
la order to alio* for power fluctuation the 2?«war 
Service -Departs* at shoulft be actixied when as* 
groups are assigned rest period** 

3* Host period signals 

In tho past, eseh dspartaeat or locatloa seleeted 
a nonitor fro* the group to blow a whistle as a 
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signal for the starting and stopping of raat' 
periods. A warning whistle was also blown to 
aa&a certain that all employee* ware at their 
positions whan tha period* ended* This ar~ 
r a n g e B i e n t has apparently been satisfactory* 

4. Sacking 

On several occasions In tha pant tha question 
of whether or not employes* should ba ponalttad 
to sack© during rest periods has arisen* m 
arrangement might be isede for eapleyaas to use 
adjacent bridges for this purpose If It would 
not cause too imich confusion* 

Scheduling of Beat, parioda. 

Sapertments conducted In the test rooms and in a few da-
partoents led to the conclusion that rest periods should ba sched
uled close to tne middle of the xaoming and afternoon work parioda* 
Most of the rest periods wsra scheduled between 9:15 a*m» and 10:00 
a#m*, and 2:18 p»», and. 3:90 p«», How that shop hours hava been 
changed these times should ba advanced* 

&a length of the rest periods waa determined on the basis 
of test room investigation* A fifteen minute period in tha morning 
and tea minute period in the afternoon was decided upon as the most 
beneficial arrangement. Obviously, shorter periods could not ful
f i l l the chier functions of rest periods and longer stops might 
affect the average daily output* -Ihe longer period was scheduled 
for xsoraing baaause it gave employees *h© had eaten insufficient 
breakfast an opportunity to eat at that tine* later, soma depart
ments reversed the order to satisfy tha demands of tha employees. 
In isolated cases where conditions ware unusual, shorter and wore 
frequent periods were installed. 

Administration of Rest Periods 

fhe success of rest periods depends largely upon tha ad
ministration of them, a point which cannot be too strongly empha
sised* Cooperation betwean supervisors and employees is essential 
and this can be reached only through a clear understanding of the 
function of rest periods* 3b acquaint everyone involved with the 
development, objectives sad a definite plan for Introducing them, 
conferences with the supervisors, st least, offers the most ex
pedient plen for avoiding misinterpretation of tha profirew. 
Irlntad instructions Bight also be helpful* 
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The followlnc points deserve special emphasis? 
1* Beat periods are act a substitute for personal 

tiisa* No eisployee ahould be eoapelled to resaain 
at Mi bench until tat rest period. 

3* Bflpioyees should be allowed complete freedom to 
engage in any activity perasitted ia each depart-
Beat during the aoon hour. 

3* Beat periods must be compulsory when lastalled ia 
a department la order to keep ail workers on the 
as&e footing* 

4* Supervisors abould be warned not to urge esployeea 
to speed up output in order to mk.0 up for roet 
ps?lo& tint* 

o* Criticism of the plan by employees ehould be care
fully noted atd aaver di setouragsd. Complaints raay 
be justified ia oartaia areaa* 

Heooniflqnaatlon 
la view of the foregoing iafonnatloa* which la la itealf 

a definite reeomeadatioa for expansion of the reat period pro-gram 
to those employed on the types of work described under «lnstall*tloa 
of Beat Periods*, i t is suggested that full authority for installa
tion and admialstratioa of rest periods be delegated to the Beaults 
£1visions* 

She facilities of the Industrial fteaeareh fcepartraent will 
continue to be available when advice ia needed on groups requiring 
special coaeideratiea* 

September mw ids* 
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m* 0. aBJE&&$£$* &M*»gtJL P»r«aaael I$a»*tNMfc* 
H#r Tor* • 

8*fa»lai to |#$*r l*t**r of &»«*£«* S &*& f̂ toffti» of 
the 15th» I &o aol thici, tuar* ia math, If *$yifetlMb % pete 
alettf, to Vltele* -«oaaorai»« »fml i#*»loei»ai* ia tin* 
aeleetioa of offt«* »orlcrr». 

ill «ppH»»ut» for offia* potitioM «t H*»thorne aire, 
i* you fcaow. iet*nrie»e* both by oar- e*ale**a*t ptopla end by 
the liae »ypirtiior« for *ho»e John they iNftilNi •on«lo»Jr*«. 

sa~*ioi§A iatelliaaiiae or aeatal alerta*** Hill ar# 
alto uead ia tfea eel* a* ft* of IN aajority of « * *ff*a# workers* 
In past year* tarioa* teats* aeteM.y Ifct AlfiHa tot** fee** triad 
oat *ad at pgtttomt ** ere atlas; tfc* Oti* *•#*« far all of oar 
clerical worker* **& far aoaipaaat aaj&aeer*- aai eraftsswm* 
For £*yr©U aai HH aletk* wa hata *ls* eapleyad a simple 
arithmetic test* 

Bmm piallaiMuwr «mpirin»il*l work h»» lata with 
•p#*ial t#at« for eraf taaen for detelopaeat « ad near* but 
there are ao f laaiâ a whlafe a« are r«*ay aa ret to report for 
theea gr*a»*» 

^ofloiaacy taut* are u*a4 la tfca aaleetiea of aattptomator 
operators, typiate, **& ataaoeraphare, For *H of ifcsaa our 
«#l«ttlt» otandards are based upon studies af the relatioa be* 
tweea test yerf onwaaae ««t *ueeee* e» tea job. 

¥*«t atoree e&iea era expressed la tor** of tht proaa* 
bUity that tn icdi ritual alll ** an average or above- aver*** 
eaplcyee art not used ia «n sraitrery way* fbey are sfcsply ona 
of tha several fatter* an ah a* eoaeatloa* earperiaoee, at cetera, 
whiik are takon lata aeaoaat ia aakin* tar selection* 

Yker* have- aeea m raeeat **«*$*• ia tfe* application 
bleak, aor la ejealcytatat Interviewinr aroeeduree, and aaid* tvm 
a faa ravlaioaa la taa detailed standard* for «cs:ptc»at#r op*ratore» 
typi«t«» t-vA ataao£rapbara>. there hate been no ahanr.ee in teatlap 
areoedure* vhiah eaald ee referred to a* eifalfltant developneata* 
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&£*•*«* Iff, 

faftsap* th* <̂ ly ratast &«wlo£l*&t ¥hi«h Might fc* eited 
ss tawia?. a hearing m mtmUm *i weri&ra ww&% oe the 
preliminary *t*p* *to& fc*f* eeen. teteen fcf the Lefcer Cftdliig 
people in tU# dire#ti#n «f ****!&£ ttp Into §i*d** fw a nnake?' 
of *a* tor tated *fitt*# «H*iup«tieaa «*> for #x**pU> iwiaaf 
©ffioe fetf** sail til* etarfcs. dapiitatint i*«fettte *j*#«$ox*v 
•* ym®** F«r 4«t*i$* of tbie prog*** it would psrliep* %m% 
to refer to B* *r# Tapper iftt Smdtey *n&i ttialp*»**«<l» fee* 
tseen diking this* *tuo> unaer $r* lofcerte*m*# m$*mM®u* 

t& felt toefe* Intotriai £*¥«nj&ticy» pfelii^ by 9* «» 
Korton & Cesgt*gr9 Inc., in IfifS, &b Vite&i* in M* «feagrt*» dealing 
w-ifn fatigue in ift&tttftw *efe#re4 to «mhi of -the £into!**; on. tnis 
€u*#tlo» which ease out or cur ttet w #xt>»riKi*Rt«. fa ware mot 
Jfep»##*d. with to attitude #M iatoi$Ntoti** of #ur work* &«•» 
for is*to**** to* eefioefcto «* tag* It *»y a* that there ere 
*nu» t«i-*at 4*to*Uqp«3i9to. *9$&f$*tt to office ealuction* euoh s« tha 
2»tow iftdinr »tu#f wfclafc you will want to peae an to Hr* fitete* 
nut ao far a* llcwti'sorm'* ej$*rl*»e* 1* araaarat* we wsuld not b* 
P«rti«nleriy Imm about &s*i»i<: t£r*, titeia* to£*y$nftt «r pwwrt 
oar work* 

O K i G i N A L S I G N E D BY 

G . S . R U T H E R F O R D 

Sttĵ rt&ton&eit of sndustriel fcejfctioa* 
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u*B-# $ • m a m . ism****, mm ftm 

i-eferrtftf to jour talari* • c u T w i K i t l * * * apmaralitg aapioyae attltaia* 

««u*a* 4v*«u*t#» in *ix gap*****-.-** m Bm^Jmrn &Mm m %ega.» to 
lacraaaa «wr £&tf*» Of tfc*o# onif la *ar* yiaaed &m »*#p Aô artaaatt 
a* ia offia* lo«afctaa *fc*r* ŵ Uyaas *|tft t£t* casus* of forssal 
•auaatlca *ra not uaaaXly lHr#i* 11 Mb iftae. 6*jMgMMMK** *ja ©ffie* 
lea** looa tltt of eoU«*« 0tw&m*m I* tiU&$ to a* 
ia tarprated «§ a taraat to preaoat *â&oy*e« aitfcaaga fer»*l odac&tloa 
aaafe aa *olie«p* grata**** fttgjk aafeaol grada***, at*twv«* a*grft*» 
at aatar* la **&*•* atatoi «* prima tajplalt* for aaalopMRt* -a «o 
mnt «*ra aa* paapla gat tb*ir aiita**!** an* ability to oarforn « job 
** loaf aa tiies? ***• it* 11*1* k ta i &f %.w»at jum «t»f to *»# awfaoa 
aa an iafarsal <<i ******** ia %%m 'Bmtmm ****** **!*% <a**»i%t** 
aaaiiag* of *>*«amaa» » , *** *»* » »*g*N***i** rooar* 
aa* a*4* for »**••** of tk* «*a*t It— oaly. 4 copy mm sunt to 
H»« Hoof**** ay ***• *•***»»* an fraavary 18, *Wi*> If you trill ***** 
to tfcia lot tar yo* a&X fia* ta* %a*atlop> a«v«**4 la It** Ho* X* Tb* 
aaiaf Alaaaaatlaak aa raaaiâ Mi an* * v i * j M t l i r atifflaiaiit aoMajajHw||Maaaar« 

fiiiHw w»p»^iT^prW^^WB^^W ^w^ir i*» Ŵ̂ P̂ » • n ^ w f l p i - •••jjp n̂*P nifa w»*wia^^^aif a â̂ p^pâ ^pp^Bwaĵ aâ pfGrawiosp*' 

aajpiâ paja«fl»̂ p||̂ ^ -*&*> aiao of i*i* pr»»la* If «*r ** »bvlo**l|r 
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m- G. v. 1$8 f̂ ii**r* Mew *0*fc {*>$GS H| 
United ttithlft th« f notwi. a*w«eii*re are 

m t&ey &it© tit* o r tommm their free**** i»a4* t o l*prov» 

tit* etendin* p»e»ti*« mi th» o!4#r **£ley**» i n . t&* group* $*» 

g i i t 1M* o«r plmmmfi w&mm&tam r«oo#ii*«a Jfe* situation *He*» 

•*tli*«4 |*l |l ***ur* til* future Ammbapmskt* wfltt be fsirorttbl** 

0. a # B i i m t a r ^ 
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DOT J^O 1936 

?,SB» "J* ^aEzaî lI, m&t&tnnli ' ' a s g i m a s r o f ucmtfaature 

several of m have read the attaohed paopaeaX tfts* a trein-
lag progrsa la motion eeonoasy ba adopted at tha throe aajor ..oris?, 
and 1 am returning it to you with approval* 

Wa feel that aueh a program would ba helpful, partto&Lsrly 
to those people wfeo are engaged la setting plane r&tess as*& la 
training new employees* However, mm questions have been mimd 
m to what toe»«fits may be treated from it from the standpoint 
of &gpe*iag the effleienir «f thoaa Mtytoyees who Xtecn» acquired 
Manual proflelenay on their Jejb»» M you Isaossr, raaaaroh work in 
the general field of mjtegm aestivation M& been $arri§d on bare 
at Hawthoxne for some time, As a raault of that **ork, a few ideas 
have been formed regarding es$ieyee effeetlveaea* whioli 1 feel 
be of interest to yon and to those who will bo engaged In osrrylng 
out the suggseted motion eeeewway program* x am therefor© listing 
a few of them for you* eoaeideretien. 

Sir at of ell, this work hea supplied little evidenoo to 
support the belief that there ia one beat way of doing a job for 
all ejaployeesi Presumably setts eueh assumption underlies amah of 
the work in the field of notion eeenoay. Go far aa the people 
connected with this reeearah have been able to determine, the work 
habits required of an ee$leyee ehould be euffleiently flexible to 
allow for individual varietiaaa in aueh things as rhythm and manip
ulative aetivitles poeuliar to his skeletal and aieoular structure, 

geeondly, a good deal of evidence has been adduoed wnien 
suggests that the calling o# upper limits to employee offioiencies 
prevailing in the shops are not determined by phyciolosieal footers. 
In other words, this evidence suggests that employee efficiency oan 
be apprattlably inereased even though nothing is done in the way of 
helping him to alter his work pattern. 'Ike ia$>ortsnt problem, 

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



OCT 3 0 1936 

brought «at by tfeee# sta&ic-a* i& that or g&otivatlon* problem 
Is that of' gettiasg at those social ond psychological feetore which 
inhibit the employee from werSslng any faster then he dees* It la 
#sit that unless this o*n b# tea, training in nation econor^ or 
tha further alaboratioii «f principles of scientific management mey 
not accomplish a great deal in the way of improved performance, 
Aa employee oem fee a&ewn how- to do his job faster but that does not 
mean that he will do it faster. 

aJhlrdly* i t i& felt that there is a danger that the principles 
of notion economy which the supervisors learn from those courses may 
ooo*a down to the employee in the form of pressure* $p this is mm% 
that a supervisor attending one of these courses may get th« Idas 
that it is his Job to see that all employees alter their work habits 
to eorrse#o«d with some specified pattern* If fee attempte to alter 
tha work habits of e^ioyees who feel that they could do more work 
with their present tail^e,»e«, the employee a way interpret his actions 
as a torn ofeoeroio*!* Many of tha employees who have been studied 
have Implied that they could increase their output considerably If 
they really felt free to work, In view of this fact they a*cy -regard 
whatever the euperriaor ha* to aay about motion mm®sff as being 
somewhat superficial «ad beside the point, 

X thought 1 snoold call these ideas to your attention so 
that you can see how seme of the people here at Hawtncme are think
ing about problems of eieployae effectiveness. M s is not intended 
as a criticism of the training progrsm suggested, m feel sure it 
would be of value to muf Peep1* et Hswthomo,' The above points 
ere offered as suggestive of the .limitation* to what might be ejected 
from a j»tf*gra» of this nature* 

vice Breeident 

i*tt# 

U N I V E R S I T Y O P W I S C O N S I N - M I L W A U K E E 




