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MR. Do LIVINGTR - GQCL:

I thowght you might be interested in $he attached eaze
atudy entitled “The Girl 7ho Yalked To0 Mok™ which was prepsrsi by
one of the psrsonnsl counsalors from her first bend observetions.

The situstion described by the counsslor is not presentad
as 8 gensrnl problem regquirling Huonsgement considerstion at*thi#
tinme, bub rather as an intoresiing 1lluatration of how & rather
oasual observation regarding smployss sonduct made by 8 highor rank~
ing supervisor sometimes results in qulte serlious sonsequences to
the employces end supervisors imsediately concarned. It also shows
the counselort's detsiled knowledge of the situetion in which she is
unrking,'har ettitude of objeetlvity towsrd the situation she is
observing, and how her function as s personnel counsslor is per~-
formed. In order to protect the identity of the psopls involved,
Ne have tried t0 eliminste or elier as much ildentifying mesterial
as possible without distorting the sctual mequence of eventa, How-
ever, in view of the possibility that some mupervisors, whether
diractly involved or not, might feel that the material identifies
then, we would spprecists it if you would regsrd the cmses as being
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MASSACHUSETTS INSTITUTE OF TECHNOLOGY

INDUSTRIAL RELATIONS SECTION
DEPARTMENT OF ECONOMICS AND SOCIAL SCIENCE
CAMBRIDGE, MASSACHUSETTS

W. Rurxrr Macravnn, Director Dovucras McGrecoxr
i, DoucLass V. Brown, Associate Director Conrap M. ArensBerc
A Marcarer L. Prunkerr -, Dwicar L. Paumer
. . N e \% - E. Rosxrt LivERNASH

N October 21, 1939
{>

, o)
Mr. WM. Dixon
Hawthoprie Plant
Western Electric Co.
Chicago, Illinois

Dear Bill:

I enclose copy of the new corrected case. The mimeographed
copies are being corrected to fit your suggestions., No trace by which
identification could be made will remain,

I have a copy of the book now and am to review it for Mechanical
Engineering (by the editor's request)., I hope I can do it justice and speed

N the cause along. But you certainly have given me a joby thus indirectly;
; it is a monumental tome full of meatb!
I' See you at Christmas, perhaps. .

Yours sincerely,

Covune

CMA:R

-
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THE GIRL WHO TALKEBR TOO MUCH

The obJectives of this write-up sre as follows:

l. To describe a situation which, as originally msnifested,
appeared relatively simpile but becane far more complex
- than the line organization itself realized.

2. To show the consequences to employee relations of impul-
sive supervisory action.

S« To roughly indicate the nature of the personnel man's
activity.

- The report is organized to emphasize the chronological sequence
of eventg as they actually happened rather than to orgsnize it :
around the soclal structure or some other scheme because this approach
seenms to bring out more clearly the development of a problem from an
individual one to a general one. The descriptive mzterial has
evolved from the personnel man's own observations and the composite
observations of both/. supervisors and employees in the group. Inter-
mittent notations have been incorporsted at points where the personnel
man could elther show the significance or utility of her observations
oy demonstrate the effeet of her contacts upon the azction taken.

The latter is very difficult to evaluate but it is felt that the
personnel nman's ability to promote desirable interaction betwsen
people in this situation was the culminstion of two years of study
in the area under consideratlon. in obther words, the personnel man,
on the basls of a knowledge of all the individuals who had worked
on this job during the last two years, their skills, attitudes, work
habits, efflciency, and norms of acceptable behdvior, was in an ex-
cellent position to inject perspective into the thinking of the
supervisors so that eurrent difficulties would be placed in their
proper context. The historieal background was particularly useful
and@ nprobably its full significance could not have been lifted out
had the personnhel man not been in c¢losze touch with personnel and
Job developments during the entire period of growth. ‘

. Meny details have been omitted which are related to this
particular problem, largely beceuse thls 1s an sitempt to brilefly
deacribe a group of people momentarily thrown ont of egquilibrium
rather than to exhibit everything known about the group and all of
its Interpersonal relationships, etc. Roughly, included are those
items which the personnel man had to guickly reeall to uind in
discussing the problem during time intervals too brief to permit a
complete analysis of recorded data on the peopie and processes
involved.

1 ‘ : While reading this account it is most ilmportant to think of

* the history of the group leading up to the attitudes and behavior
being brought out. Prior to darch 1, 1938 when the group switched
over to a new payment plan, it had been allowed a great desl of
freedom quite in contrast to other groups at the plant. Super-
visors and employees alike, eszpecially those engaged in conveyor
operations, seemed to have an experimental attitude toward increasing
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efficiency which led to many improvements in work techniques, lay-
outs, tools, and cooperative effort. Employees were frequently con-
sulted before changes were introduced and were complimented almost
dally for improvement in their efficiency, an improvement which
could be graphed as a steady increase throughout. 8o far as dis-
eipline was concerned, one could almost say that it wes self imposed,
and acceptable behavior included almost sny asctivity which did not
interfere with efficiency. Group singing was commonplace and no
attempt was made to curtall talking; if anything, this kind of be-
havior was regarded zs a sort of "index of morsle.® Supervisors
summed all the above up in the statement, "We do things in a d4if-
ferent way in this organization."® : ‘

With the introduction of the new payment system and higher
output standards, previous records could no longer be Judged "satis-
factory,"™ Consequently, employees were not accorded the recognition
to which they were accustomed. Changes in technigques and shifts in
personnel were made on a trial-error basis without consulting em-
ployees and frequently without explanation. A4s will be shown, the
higher management began to look at the job and attempt to con-
tribute some ideas which, in thelr thinking, would help to bring
about more rapid progress. One of the first and most obvious things
which could be seen by an observer far removed from the work level
was employee behavior and the tendency was to classify behavior into
work or non-work categories. Talking fell into the latter and rapidly
became taboo. While it is posszible that it may have been dilstracting
in some instances, the personnel man has seen little evidence of
conversations which interfered with the employees'! ability to focus
attention on the work before them. Instead 1t seemed to perform an
important function iIn relating people together and in relileving
tension created by working at z rapld pace on repetitive operations.

The assembly group A is conmposed of elight women operators
who work on one side (which we call &) of a conveyor and an equal
nugber of operators who work on the other side (called b), both
lines performing the same operations, making a total of sixteen
operatars which Includes the first or "lead off" girls, supply
ope;a{grs, the five assembling operators, and one inspector for
eacl ne.

For the purpose of convenience and identification, throughout
this report the operators wlill retain the numbers assigned to their
first work positions.

March 17

wEL Ty

On Harch 17 a new supervisor, Superintendent A, took over
the group. In the ssame day a new method of assembling was introduced
~ which necessitated taking out one operator from each line. Operators
- 4b and 4s were removed.

March 20
h
Plant Superintendent A angﬂxssistant to Production Hanager

were on a tour of the plant and while stopping to look at Group A,
observed Operators 2a and 5a talking. Plant Superintendent A called
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Department Chief A's and Foreman A's attention to this. Operator
52 was informed of this and she in turn told Pb. The supervisors
felt that if one were told, the other would be informed by the
dgherator who had been notified.

Murch 82

Plant Superintendent A in passing the conveyor of Floor
Chlef A two days later, commented to Department Head A and Foreman
4, "Your Inspector la and @perator Ba carry on extensive conver- }
sations, dont't they?" PForeman A4 and Department Head 4 began to
take a closer look 2t the behevior of the operztors on the two lines,
Inspector la was advised by the Inspection Floor Chief to cut down
unnecessary talking.

March 23

It was observed by Foreman A and Floor Chief 4 that Nperstor
5b talked and Targued® with the other girls, particularly lb, and
it was decided to move her and place 4a in the position of £b, and
place an operator from another conveyor in position 8b. Operator
3b was placed in snother group under Floor Chlef D. The output of
both iines in Group A was considered low, and the move was made to
determine whether 3bts talking had affected the output. For the
moment her past performance, which had always been rated excellent,
was Torgotten., The personnel wman had frequently observed that 3b
seemed able to master any essignment with unusual ease. Even though
she ordinarily assisted other operators on the line, she workes at
s faster pace than those who provided her with work.

March 24

Foreman A talked with the personnel men and mentioned that to
his surprisze 1b had asked when 3b was to he returned. Ie thought
that perhaps he had miginterpreted the "arguments®™ and that they
muast have bean "friendly.® Foreman A commented that 3b was one of
the nmost efficient operators that they had. He also stated that
3b wax not informed ac to why she was changed, as the supervisors
were not sure as to whether her talking did affect the output of
the group.

dzzreh 25

The personnel man contacted operator 3b, who feit that the
Job on which she had been placed was too easy and that time passed
too slow. She had slready made the acgqueaintance of all the operators

. W GER S Mnr M NN AR ame s B e W R W e M am ey ews  we  wmp 4k e me By e ke Bes AN e ae e e

! Footnote:

The supervisory hierarchy is ss follows:

A floor chilel reports to a foremen a foreman to s departient
head, and a department head to a plant superintendent, who
reports to the production manager. Inspection iz a separats
division with its own hierarchy. The personnel man belongs
to another organization still.

m—
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around her. ©he did not seem to know why she was moved, except
that it was necessary to take one operator from the line.

Personnel man directed 3v's attentio& to the Jjob on which
she was now. wark*ng inguiring if there was anything else about
her jobd that she could do. Bb indicated that she could make
an extra operstion whenever she had an opportunity and if the
girl nﬁﬁt to her could not complete her operstions, she could
assist her. .

On the conveyor from which operator 3b had been removed, the
girls nad been wondering as to why she had been taken off. Among
those who commented to the personnel man were 4a and 2a who said,
"Je can't understand why operatar 3b was taken off, BShets the most
efficient of any of us," and, "They took 3b off, snd shel's the one
girl around here who gets through the first and always has extra
time. We don't know why she was taken off.7

The above observation was of interest to the personnel
man because it showed something of the group sentiment and
attitude toward 3b. It also gave the versonnel man sn in-
sight into the group feelings about this move so that should
the supervisors discuss this with the personnel man, the
personnel man would be better able, ¥nowing how the operators
looked upon the chsnge, to direct attention to important facts.

On April 1D, Ba was absent due to 1lllness and 3b was placed
back on the line but in position 2b. It was necessary for her to
adapt herself to sssembling operations different from those to which
she had been accustomed on 3b. She found that 1t was necessary for
her to stand most of the day in order to 4o her Job. Toward the
end of the afternoon, when Floor Chief A came over to the conveyor,
she was still having difficulty in’kaeping up.m" She observed him
watching her and becsme irritated when he said, "why &b, I didnt't
think you ever had trouble keeping upl® She .then entered into an
arguwent with him. (The personnel man was present at this time.)

¥loor Chief A reported the above to Foreman A, who later told
the personnel man that it had made him very angry to hear that 3b
would talk to Floor Chief 4 as she had done.

Putting operator 8bts remarks in their context, the person-
nel man talked with Foreman A bhringing out that operator 3b
had heen off the line for a week, that when placed -back into
the line, she was In s new position where the operations were
different, that she had to stand up, an indication to the girls
with whom whe worked that she was having difficulty, a situa-
tion new to 3b since she knew that she was recognized by all
the other girls as being one of the most efficient, that it
was near the end of the day - 4:30 - when she glanced up and
saw her Floor Chief looking at her. The personnel man felt
that Foreman A had changed his attitude toward 3b following
this discussion.
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Agril 13

Inspectors Ia and Ib exchanged Jobs with inspectors from Floor
Chief B's conveyor. The change was made by supervisors who believed
there had been excess talking. Neither the operators nor the in-
spectors were given a reason for the change but »n the basis of the
admonition given Inspector Ia on Harch 22, they felt that it was be-
cause of talking. The operators and wnspectors did not seem to fully
understand what was meant by excess talking.

The persomnel man noted this as agsain it was expressing
the group?s attitude. Should the supervisors discuss "talking” :
with the personnel man, the personnel msn would be in a position ‘
to direct their thinking towsrd the employees! feelings zbout it.

April 17

Foreman B repladed A who was assigned to another sectlon.
Foremen A and C worked in an advisory capacity to B while he learned
the detalls of the Job.

April P1

Foremasn C contacted the personnel nman snd said that Depart-
ment Chief A had observed 3b talking two days belore and wanted to
move her immedistely. Nothing had heen sald to &h.

The personnel man In talking with Foreman C suggested
that they look at the daily output figures for the pasi week.
The personnel ran had previously locked at them snd had noted
that the line on which 3b was working had shown a slignt in-
crease over la's line., The personnel man used this oppor-
tunity to discuss with Foreman C "talking® now as compared
with Mtalking® & vear zgo. Foreman U felt that he wauld not
do anything-in regard to moving 3b and would continue to
observe her behavior hefore making any decision %o move her.
He 41d not know just how her talking was affecting the total
output of the group, but did abserve that the outpmt of Line
b on which she worked was slightly higher than that of Line a.

In order to clarify the events which had taken place up to
this time, & brief summary follows:

While walking through the department on Harch 20, the Plant
Superintendent in charge and the Assistant to Production Hanager ob-
served Operstors 2a znd HBa conversing osn the Job., The Plant Super~
intendent called this to the attention of the Department Head and
foreman who was in charge of these operztors at that time snd pointed
out that the operstors should be advised to cesse talking. Foreman
A notified ba snd left her with the resnansihility for notifying 2a.

Two days lster the Plant Superintendent noted that Sa and
Inspector Ia were talking and &35 2 result all supervisors from
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Department Head down began to conscilously classify this activity as
undesgirable. On the following day Foreman A and Floor Chief 4 ob-
served that 3b was argulng a great deal with other employees and
without looking at her work record, the output of the line on which
she was working, or the nature of the srguments other than manifest
bﬁhavior, moved her to Group D without offering any reason for the
Cr ange »

On the next day the foreman commented that he must have mis-
internreted the "arguments® as evidence of personal antsgonism between
db and other operators, especially 1b, because 1b had inguired about
when 3b would be returned to her old position. He added that 3b was
one of his most efficlent operators, a fact which had heen established
shortly after she was hired.

On March 25, the personnel man talked with 3b on the Job.
She was quita dissatisfied because the new Job was too simple and al-
though she had made ra~id progress in developing =z place for herself
in the social group, time passed very slowly. With the personnel
mants help she declded that she could carry out an extra operation and
thus keep more completely occupled. In the meantime, the personnel
man observed that Group 4 were confused as to why the person whom
they rated ss the most efficient on the line had besen moved.

The move Just described did serve to temporarily relieve the
attention given to talking but when 3b was returned to the group on
April 10 to fill a vacancy created by the absence of 5a, she en-
countered a new problem. She was placed in positlion 2b and had so
much difficulty keeping up with the line that the Floor Chief 4 be-
gan to wateh her closely toward the end of the day. He criticized
her inability "to keep up," an srgument ensued, znd when Foreman
A was Informed of it, he became very angry at her attitude, A talk
with the personnel man modified his feeling through helping him to
recognize the clrcumstances leading to and surrounding the event.

Cn April 13, attention of supervisors again became foecussed
on talking - Jjust why is not known. Inspectors Ia and Ib were trans-
ferred to another group for talking tooc much and the personnel man
began to hear questions raised as to the meaning of "excess talking.?

A week leter Foremsn C, now in charge of production control
for the department and formerly in charge of Group A, advised the
personnel man that Department Head A had again seen &b talking and
wanted to move her out of the group. Inasmuch as Foreman C now works
closely with Department Head A on any personnel changes, the person-
nel man encouraged him to wonder why operators talk on the job and
specifically the extent to which talking had bheen reflected in out-
put records. The latter showed that the Line b had been tuming out
more units per day than Line a.

April 24 (A.N.)

42 returned after her illness, but 3b was kept on the line
and 42 was placed elsewhere.

(2:30 P.M.)
Department Head A, while talking to Floor Chief A, noticed 3b
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talking to the girls around her. On leaving Floor Chief A, he went
directly over to 3b and reprimanded her before the other girls on
the two lines for her talking.

(3:05 P.M.)

- Floor Chief A, who In the meantime had found it necessary to f
see another supervisor, not knowing that Department Head A had talked
to operator 3b, went over to talk to her & half hour later and said,
*] noticed that while you were talking a while ago, Departuzent Head
A observed you. I Just wanted to warn you. Itts 0 K. for you to
- talk, but for heaven's sake, don't do it when the old man is sround.t
Operator 3b started to cry. 1

(3:10 P.H.)

Floor Chief A contacted Operator la to see if she knew why
operator 3b had so suddenly started to cry. Operator la said she
didntt think that a supervisor should bawl out a girl in front of the
otheérs. Floor Chief 4 did not know what she meant as he had not
interpreted his own remarks to operator 3b as being a bawling out.
Operator la explained to him that Department Head A was the super—
visor to whom she was referring.

(4:00 P.¥.)

_ Department Head A heard that operator la sald this and stated
to Poreman C and Floor Chief A that no operator should tell him what
to do. (Operator la has been in disfavor with Department Head A for
th: p%s§ few months because he feels that she was restrieting in

(4:30 P.M.)

Department Head A stopped by the conveyor and observed 3b
talking. He became very much disturbed and requested that she be moved
immedlately to & jJob that would demand her full attention. He seemed
to feel that she had disregarded his request that she stop talking,
and that she was making a voint of talking in front of him. An
operator was needed to fill an opening on another job, and as a
punishment, it was decided to place 3ZIb there although thls Job seemed
to be recognized as a mants job.

Up to this point the personnel man had participated in only
those instances where note has been niade. Foreman A stopped the
personnel man to explain why 3b was transferred. He reviewed the events
already described by stating that Plant Superintendent A and Assistant
to Productlon Manager had stopped by the conveyor one dsy and had noted
the "talking® on the line. The Plant Superintendent A was interested
becsuse he had heard that the output was lower there than on other
lines and called Foreman A's and Department Head A's attention to this.,
Ever since, he and Department Head A had been observing more closely
ané Department Head A had seen 3b talking steadily for twenty minutes
and had bawled her out most "severely.® Only two hours later Depart-
ment Head A, on passing the conveyor where 3b was working, had noticed
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that she was talking, and he thought that she had looked directly at

him, making him feel that she was deliberately disobeying hls orders.
He had become very sngry and indicated that he would like to fire her
butkgnstead had ordered her to be placed on the jobh where she was now
working.

Foreman A said that he could not understand why 3b had con~
ducted herself in this msnner, perticularly after having been bawled
out the way she was, adding that Department Head A had done everything
but swear in talking with operator 3b. Foreman A stated that operator
3b had done s very good job while working under Floor Chief D and
that Floor Chief D, on needing a very efficient operztor, had asked
that operstor 3b be given to him, as he considered her %o be better
than any other operator that he had. Foreman A& stated further that
operator 3b was regarded as being very efficient by =211 of the
supervisors for whom she had worked. He had felt, however, that she
did not cooperate to the fullest extent with the girls with vhom she
worked, that she did her own Job very well but d4id not seer to help
those around her whenever they needed any assigtance. He added that
due to Department Head A's feeling about her, she would never go
back on s conveyor agaln,

The personnel msn had not as yet talked to Operator &b
but d1d raise guestlons in light of past observations. "How
positive could one be that operstor 3b had talked in defiance
to'Bepartment Head A's wishes?"™ %Just how were the super-
visors looklng at 'talkling?'" "How do the operators look at
ttalking!'?" “T"How have the supervisors looked upon *talling?
in the past?® The personnel man was inguiring in this area
g0 that Foreman A might look zt it more closely. At the
beginning of the discussion, Foreman A sceemed to be in ac-
cordance with Department Head A's feeling but toward the end,
his feeling seemed to be modified.

April 26 (A.M.)

Poreman C and Foreman B had &b come to Foreman C's desk where
they explained to 3b the reason for her transfer. Foreman C also
told &b that Depertment Head A had wanted to fire her. Forenman B
had Just been transferred to this sectlon and asked Foremsn C, a
former supervisor in the section, to talk to 3b.

April 26 (3:15 P.M.)

The personnel man approached 3b's new position. §ghe called
to the personnel man and said, ¥I don't suppose you exnected to see
me here. I'm being punished. This is really & man's Job. Ny arm
and my fingers ache so. Have scratched my arms toc. These boys

. with whom I am working are sure razzing me. Department Head A became
| very impatient with me. Told me 1 was distracting the other girls.
I hadn't looked at it that way. I can see what he meant. He had the
wrong impression, I think. Thinks what he said went In one ear and
out the other. It didn't really. The girls on the line wanted to
know to what I owed my success. (Having an opportunity to talk with
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a department or division chief was usually considered sz compliment

but in this instance it wes known to be the reverse.) I told them I
guessed it was the gift of gab. After a while I couldn't stand it

any more and I cried. At first I tried to laugh so they wouldn't

see I felt so bad. I've promised Foreman B that I will never talk.

I'm under his care now and can't let him down. Could we talk tomorrow?
I want to talk to Department Head A but don't know jJust what to say.”

(3:45 P.i.)

A supervisor from another department contacted the personnel
man, asking 1f he knew 3b., She wondered how 1t had happened that a
girl had been nplaced on & Job which she considered to be masn's work.

Here it should be noted that in transferring 3b to another
location, other employees became involved in gulte a different way.
She was placed on a jJob heretofore rated as a man's job for "punish-
ment® and as a consequence some of the women started to wonder if
they would be transferred to these more difficult jobs and men be-
came apprehensive over whether or not they would be replaced by
women. In other words, they could only interpret the change in the
light of what they observed, that is, the organization seemed to bhe
replacing men with women. Evidently the fact that 3b had been moved
to this partlcular Job was so apparent that people in other depart-
ments immediately noticed it. '

April 26 (4:00 P.M.)

Personnel man contacted Foreman B to make srrangements for
taking 3b off the job for a talk. (8b at this time was reporting
directly to Foreman B} Foreman B pointed out that if he had been in
this group longer he would not have moved 3bh. He felt that she had
not had a Msquare deal”™ and added that she was young (21 years old)
and had never before been told about her excess talking. He said he
did not feel that he could talk to Department Head A about this,
however. He believed that Department Head A had acted too gquickly
and had not given her enough time to show what she could do. He
began the conversation saying that 3b should not go to see Depart-
ment Head A as the latter was leaving everything up to his supervisors.
Toward the end he stated that he felt if 3b wanted to see Department
Head A she should see him, that Foreman € had salid she should not
but he could not see that it would harm her in any way and might help
her. He seemed to feel that the Job she was on was too heavy for s
girl. He added that he hoped she could be taken off the job the
following morning and placed on a conveyor and that each of his
floor chiefs (5) had reguested her for their conveyors.

In mentioning this to the persomnel man, Foreman B
suddenly stopped and said, "I've been saying many things to
you that are confidential - could I say these same things to
anyone else from your organization who might take your place?
Do all the individuals in your organization regard confidential
material the same way you do?" The personnel man used thils
opportunity to discuss the way personnel men function in a
department. Foreman B mentioned to the personnel man that
Foreman 4 had commented to him when he was transferred to this
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section that he should contact the personnel man a&s he had
had several contacts with the persommel man and had come
away from them feeling that he had gained a great deal of help.

April 26 (4:45 P.Y.)

Floor Chief A told 3b that it might be well for her to con-
tict Department Head A as she had left the wrong impression with
him, :

April 27 (8:30 A.H.)

UNIVERSITY OF WISCONSIN =

(Interview with 3b) 3b felt that she must talk to Department
Head A and let him know that what he had sald had not gone "in one
ear and out the other" - that she had not realiged how she was dis-
tracting the other operators as she had always been able to do her
own work, She said that Floor Chief A had told her the preceding
evening as she left the plant that it would te well for her to talk
to Department Head A and get things straightened out.

3b had always appeared to the personnel man, to the super-
visors and girls with whom she worked, to be a carefree, happy-go-
lucky individuel, but in talking with her, 3b mentioned that she
was not living at home, that her father was very strict, beat:iher
mother and made living at home for her unplieasant so that she had
decided to leave. Her boy friend, whom she pland to marry in
September. is employed but is at home due to a disability incurred
while working. He has worked only a short time during the past year
and 3t had met all payments on a car owned by him. She gives her
mother $5.00 & week and occasionally buys her two youmger brothers
clothing. 8She pays $8.00 for her board and room. At present she
is making $22.00 a week. She seemed to express a desire to go back
home and also was wondering if she really loved her boy friend. She
d1d stress the fact that her Job was very Iimportant to her. She
further stated that the girls with whom she works think that she is
an only child. ©8he explained this saylng thet when working in
another department, someone had started that story and that everyone
knew her father worked for the company and all had assumed that she
had & very easy life. After the story became widespread, she had
declded to say nothing further about it. She was very much disturbed
because of the "Jam" in whlch she was involved and was determined to
talk to Department Head A. After Department Head A talked to her the
Tirst time on April 24th, she had not talked to anyone until almost
time to leave when she asked the girl next to her about the Jjob.
The girls across from her had told her that Department Head A was
watching her, and she felt he may have become angry over this so
that she also wanted to explain this inc®dent. She appeared to be
worried for fear Department Head A would be angry when she talked
to him and said that she understood that he had wanted to fire her.

"I usually think about what I'm going to talk about ahead of
time, but I didn't in regard to this interview. I asked the girls
with whom I have worked and the girls that I know who have been out
for an interview Just what they talked abnut and they said it didn't
make any difference, that I could talk about anything. They said
I could talk about my boy friend, or sbout clothes, Job, or about
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anything I wanted to, so I didn't think about what I would say :
this time. I didn't rezlize, though, that I'd be talking all i
about my family.? §

i

During the interview, the personnel man helped 3b re-
state her problem. 3b also repested four times to the person- :
nel man, what she was planning to say to Department Head A. |

April 27 (11315 A.H.) . |

Personnel man observed 3b talked with Department Head A at §
his desk. The personnel man also noted that both 3b and Depart- *
ment Head A were smiling.

Foreman B stopped the personnel man and sald, "I told Depart-
ment Head A this morning that I thought we had acted a little too 5
hastily with 3b and that I think we should glve her another chance. }
. He seenmed to be In perfect accord with that and said that if I ;
felt that she realized what her talking meant and that if I felt :
that she had learned her lesson, that she could be taken off the |
Job and placed on the conveyor in Group B immediately, I think
I got my point aeross to him all right.?”

April £8

The personnel man contascted 3b, who remarked that she had
looked around for the personnel man sfter she left Departnent Head
Atz desk as she wanted to let the personnel man know that every-
thing had turned out all right. "It was jJjust one, two, three. He
did think that I had deliberately gone ahead talking after he had
teld me not to, so itts & gcod thing I stopped to see him. I think
evarything is fixed up all right now, and he told me he'd forget all
about it. He said he really tries to be a good supervisor, and I %
told him yes, that I thought he was a good supervisor, and about
that time I thought I'd leave because it seemed to be a good place ?
to stop. 8o everything worked out all right. The job I'm on now :
1s a very easy one and perhaps I can pick it up so quiekly that I
can help the girl next to me., I'm now only supposed to put in two
screws but if I can put in a third one too, that would help her,
and since the Job is so easy, I thought I ought to be able to get
my speed up so that I can do that all right. I'm not talking to
any of the girls sround me, though.m

May 1

The personnel man went into the department to contact an
Inspection supervisor and three of the inspectors. The following
contacts in which reference made to 3b occurred as the personnel
man was walking from one end of the aisle to the other:

Floor Chief A said: ¥Bverythingis running along very nicely
now - not having any difficulty at all. The output is up to 100
more than Department Head A ever anticipated. I'm really on top
of the world. I haven't had any difficulty at all except for what

-
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happened the other day with 3b. I felt pretty sorry for her. 1
knew that she was at first blaaming me for what happened. I saw
Department Head A looking =t her, but didn't dream that he would
go over and spesk to her immedizstely. I had to contact another
supervisor and by the time I got baek Department Head A had al-
ready been over to see her, and I guess he really bawled her out.
-1 didn?t ¥now anything about it and really got my foot into it.
I went over Jjust to warn her, and the next thing I knew she was
crying. I went zround to see lz and she said that she didn't
think any supervisor ought to bawl & girl out on & conveyor as had
been done. I told her I didn't think I had bawled her out. BShe
said, "No, you didn't, but Depzartment Head & did." It seems as
if the 51d man heard about that. 8She's really a good kid, and I
would like to have her working for me any time. She knows how to
get right in there and do the job.

‘ As the personnel man left Floor Chief A, he continued to look
for the supervisor in Inspection. TFloor Chief C passed him and
the personnel man spoke to him, while still looking around for the
inspector. Floor Chlef C almost immediately, afifer a slight pause
when neither the personnel man nor floor chief said anything, said,
"You know, it was Just too bad that I was never able to have 3b-
work for me. I think that shet's one of the best operators around
here. I feel that had she worked for me that this never would
have cccurred. When she came back from talking with Department
Head A the other day, I gave her a few little words of advice., I
told her that 1f she would try to do her own Job and would be very
careful so that she would never talk when anyone saw her, that
after about s week or so that people would stop looking at her;
that 1s, the supervisors such as Department Head A, and that she
could settle down then and wouldn't have to be so concerned about
not saying a word. I felt really sorry for her. As we were
talking she said, *You know, no one ever sald anything to me about
that, and I dldn*t realize what was going on' and it was then that
I started thinking, not out loud but to myself, here!s a girl who

. had never been told. I feel that a supervisor should keep a look-
out for his girls and should inform them as to just what their

. behavior should be. I think that s supervisor, that is a Floor
Chief, ¢an handle that very nicely without casusing any trouble.
I really felt =zorry for that kid. I used to notice her talking
when she was working for Floor Chief A. I felt then that she should
have been told. She hardly knew what it was all about.

Hey 2

The personnel man was Interviewing an inspector who had heen
seeing inspectors changed from one job to another as the number
of inspectors graduzlly dwindled due to the decreasing number of
defects that were being found. During the interview, the Inspector
seemed to be very much disturbed about Just what was going to happen
to her and in talking about this made the following statement: WYou
know, one thing that all of us inspectors are worried about is that
they may put us over on that job (job on which 3b was placed April
25. A lot of the boys were kidding us and telling us 'Sure, didn't
we see that girl over there the other day?! We're really bigger

*
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than she 18, snd we know how tough it would be. Why tley had one
great big girl over there trying to help out and she hed & terrible
time! Then to think they'd put a frall, little thing like they had
on there the other day. Why what do they mean by that? Do you
suppose they're really going to start putting girls over there on
that Job? And 1if they put girls over there, and there are four too
many of us, it sure looks like we may be the ones to go over on
that job. There's sure going to be plenty of sguawking if they
try anything llke that.t®

Hay 2

Foreman C wondered how Department Head A had hesrd about la's
remark on April 24th that a supervisor should not hawl out a girl
in front of others. He felt that Department Chief A no longer
held any grudge sgainst 3b and thsat there had been a misunderstand-
ing. Foreman C sald that Deparitment Head A did not want snyone to
talk to an operator in a disturbed state of mind and that he did
not want to talk with anyone either. PForeman C was unaware of the
faet thgt &b had talked with Department Bead & at his desk on

May 3

Personnel man observed that there did not seem to be as much
talking among employees in Group 4 as had been formerly manifested.
la said, "They tell us to feel at home on the job but yet they get
plenty mad if we talk."

May &

Foremen A mentioned to the personnel man that Floor Chief 4
was the one who had told Department Head A about la's comnent
regarding 3b¥s ®bawling out® on April 24, W,

The personnel masn wss interested in this because on Kay
1 Group Chief A had impdled that he did not know how the
department head heard about ls's comnent.

, Department Head A had asked if any resentment had been shown
when he reprimanded 3b. TForeman A said that Floor Chief A should
have said "No" but that he did not seerm to think quilck enough and
had said "Yes," whereupon Depariment Head A had demanded "Who?"

On btelng told it was la, he requested that she be sent over to his
desk immedlately. Foreman A asked him to defer this metion
temporarily and pointed out to him that ls was a leader in the group
and a8 cool, level headed operator and that any resentaent she
showed would be expressive of the group feling. He pointed out
that since & strong loyslty between employees existed in this group
to bawl out any one operator was iInterpreted by all others as if
they too had been reprimanded. ¥»*I also explained to him" Foreman
A sald to the personnel msn, ®"whet you and I have talked about,
that that line is so sensitive, that any change, no matter how
slight, might easily affect it at this time and that nothing should
be done tc change anything in that situation unless absolutely
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ngcessary. 8o as far as I know Department Head A never cslled la
to his desk.t

The personnel man and Foreman A had at varibus times
prior to March 17 discussed the effect of change on individual
operators and groups of operators.

(s}

Foreman A in talking sbout the line under Floor Chief A
mentioned that 1t seemed to be functioning in sn efficlent manner
and that there now appeared to be less talking. He felt that all
the girls should have realized that they were not to tslk as two
of them had previously been warned, including Inspector la. "As
supervisors,® continued Foreman &, "we seldom point out to the ;
operators that they may be talking too much. We run into diffi- |
eulty when Plant Superintendent 4 sees operators talking and then
asks us 1f we have notified them that they talk {too much. We ran
into the same situation during layoff period. We had never told
an ' operator that she was 'just average! because we helieved that
a5 long as operators were doing & %good' job there was no need to
tell them that they were not exceptional, As a result many opera-
tors were very much umprepared when notified of thelr layoff.

That made 1t difficult for us. Now we have the same situation with
ttzlying? in relationshlp to our supervisors. Plant Superintendent
A can really put us on the spot when we have to tell him we have
not warned the operators. I have been wondering how to reprimsnd
the operators so that it won't affect thelr morale. All of the
supervisors zre thinking about this now."

The personnel man questiconed Foreman A about Plant

Superintendent A's sentiments In regard to %ialking® in the 1
N past. Had he expressed any comments at sny other time re- E
lating to this subject? Foreisan & recalled, befeore the change
in pzyment plan, that Plant Superintendent A encouraged the
operators to talk and to feel reloxed. He added that con-
sidersble laxness prevailed at that time but the output did
not seem to be affected. Foremzn A wondered if perhaps they
were not putting too much emphasis on "talking® now and If
in talking to Plant Superintendent A some of these facts
could not b¥ mentioned.
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The objectives 4f this write~wp ‘ara as Lollows:

1. To deseribe a situation which, as origiaslly senifested,
appsared ralstively simple but becsme far more complex
thean the line orgenization itself reslized,

2. To mhow the coRaequendes to smployss relations of impul~
aive supervistry sction.

B¢ To polint cut ome of the sonsegusnces of a major changs;
namely, the changes frow day work to group plecs work,
and from five %o four level supsyvision.

4. To demonatrate ths gsounselor's inability 4o plen the
distribution of his time becsuss of unforesean desmnds
or devslopments.

$. To roughly iandicute ithe naturs of the counselor's sobiv-
ity.

The report iz organized to smphasixe the chronologiconml
sequence of évents ss they sctually heppenad rather then to organize
it eround the social structurs or soms other scheme besause {his
approsch ssems to bring out more olearly the developmant of s problen
from en individusl one to e generel one. The descriptive matorisl =
double spaced — has evolved from the counselorts own obsarvetions and
the composits observailons of both iuparviscm and employses in the
group., Intermittent single spaced notations Bave bsen imporporaked
at points where the counselor sould either show the significance or
utility of her observaiions or demonsirate the offect of her contects
upon the action taken, The latisr is very difficult to svalunte but
it is felt that the counselor's sbility to promote desiradle inter—
aoction hetween people in this situation was the culminstion of ﬁm
years of study in the ares under eonsideration., In other words, the

counselor, om the basis of her kmowledge of all the individuals who
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kad worked on this job during the last two years, thelr skills, at-
titudes, work habits, sfficlensy, and noms of soceptabls behavior,
was 1n an sxcellent position to inject perspective into the thinking
of the supsyrisors %0 thak bawmt diffionlties would be pleced ﬁu
their proper context. The historical Background was pertiewlerly
aseful and probably its full significance could not have bdesn lifted
out had the counselor not besa in close touch with psrsonnel and job
developments during the entire period of growth.,

J Many details have besn omftted which are related to this
particular problem, largsly becauwrs this 1s an attempt o briefly
desoribe a group ol people womentarily thrown out of sguilibaium
rather than to exhibiy everything kmown ebout the group and all of
its interpersonul rslstionships, ete. Roughly, included are those
itens whioh t’ﬁa sounselor had to quickly recall o aind in discuss~
ing the prodiem during time fatervals too brief to permit a complete
analysis of rscorded mn on he people and processes invulved,

Waile readlng this sgcount 1t iz most imporsant $o think
of the history of the group lesding up to the attitudes end behavior
being brought out. Prior $o Narch 1, 1939 when the group switched

" over to piece work, it bed been allowed a great deal of frsedom quite
in contrast o other groups at Hawthorms, Supervisors and employess
alike, aspacially those sxngaged in conveyor operations, sesmed $0
have an experimental attitude toward ineressing sffisivmey which led
%o mexy improvements in work teshuiques, layouss, Seocls, and goopera™
tive effort. Zmployess wers frequensly eomsuled bafors changes warse
iztrodused and were somplimented almost dailly for improvemsad in
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thelr efficienoy, an improvemsnt which could be graphed as a steady
ingrease throughout, G0 far as discipline was conserned, one could
alwost say thad 1t was self Imposed, and sceeptable behavior insluded
almost any activity which did not interfere wiith effisiency. Group
singing wes commonpiace ard no attempt was mede %o curtail ta:&king‘-;
it anﬁhing, this kind of bebavior was regarded as a sort of "index
of morale.” Dupsrvisors summad all the above up in the statement,
"Ke 4o things in s Alffsrent way in this organization.”

wish the introduction of plece work and higher output
standaxds, previous records sould no longsr be judged vsatisfactory.”
Conssguently, employess ware not agoorded the rascognition to which
they wers mocustomed. Clhanges in teshnigues sud whifts in personnel
were made on a irlsl~error besis without consulting employees and
freguently without sxplanation, 4is will be shown, higher Management
bogan to look at the Job and attempt 1o contribute some idess whioh,
in their t¥hinking, wowld help to bring about mors rapid progress,
pus of the first end wost obviocus shings which could be sesn by an
observer far removed from the work level was smployee bshsvior snd
the tendency was to ¢lassify behavior into work or non-work catego~
ries., Talking fell into the latter and rapidly becams taboo, While
1% is possible that 1t mey have been diatracting in some instamces,
$he counsslor has seen little evidence of comversations which iater~
fored with the employses' ebility o fosus attention on ths work be~
fore them. Instead 1t seemed 10 perform an importans fumetion in
relating peopls togethsr and ix relieving tension srestsd by working

ad s rapid pace sa repetitive operatioms,
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In order to orientate the reader, Chart I shows the posi~
tions of the employees involved in the problam snd also the changen
meds in oBe opsrator's Job loestion from Rareh 25, 1939 Vo April 27,
1989,

The group designsted 4 is composed of sight women opsra~
tors who work on cne side of a conveyor and an egual numbex of oper~
ators who work on the other side, both linea performing the sane
operations, meking a $otal of sixieen operators which includes the
first or "lead off* girls, supply operators, the five assembling
operators, and one inspector for esch line.

For the purpuss of sonvenisace and identifiecation, through-
out this report the opesrators will retain the sumbers assigned to
the work positlons on the first chari. Chart II sbows the positions
whers employses were finally placed.

. Mareh 17, 1933

On Narch 17 a mew supervisor, Group Chisf 4, took over the
group, 0On the same day a new method of assexbling was Introdused
which Recessiteted taking cut one operator from each line., Opsraiors
43 and 45 wers removed,

March 20, 1939

Division Chief A and Assistant to Works Manager A were on
a tour of the plant snd while stepping to look at Group A, Obsarved
Operators 3A and UA Salking. Division Chief A osllad Depertment
Chief A's and Sestion Chief A's attention ¢o this. Operator 5 was
informed of this and she in $ura $0ld 2A. 7The supervisors felt that
if ome were %0ld, the other would bs inforsed by the Operator who
bad bosn no¥ified,
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March 22, 18939

Divislon Qhief A in passing the conveyor of Group Chief A
two days later, sommented to Department Chief A snd Section Chief 4,
wiour Inspeetor 1A and Operator 53 carxy on sxienaive conversations,
don't they?™ Section Ohief 4 and Department Chief A began 0 tskes s
cloger look at the behavior of the operators on the two lines, In-
spsctor la was sdvised by the Inspsction Group Chisf to cut down wa~
necessaly tulking.
March 23, 1939

I% was observed by Section Chief 4 and Group Chief A that
Opsrator BB talked and "urgued” with the other girls, partieularly
1B, =nd it wes decided to move her and place 44 1n $he position of
£B and place an oparator from anothur eonveyor in position 5B. Oper~
ator 3B was placed in snother group under Group Chief I, The output
of both lines in Group A wes considered low, snd the move was made
to determine whether UB's #alking had affectsd ths output. Tor the
iémom har peast performance, which had siweys baen rated excellent,
was forgotien, The sounselor had frequently ohserved that 3B seswsd
able to master any sssigament with waususl essze, Even though she
ordinerily sssisted osher operstors om the lims, she workesd at a
Taster pace than those who provided her with work.
Mareh 24, 1939

Sestion Chief A $slied with the counsslor sné memtiossd
that to his surprise 1B bad asked whex 5B was %0 be returmed. Ne
thowght that perhaps be had misinterpretesd the "argwents™ and that
thay must bhave been *friendly.” Sestion Chief A sommented that 3B
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6

was one of the most efficlent operators fthat they had. He alsg
siated thet 5B was not _infoma a3 to why she was changed, as the
suparvisors wers not surs as 40 whether her talking did affsct the
output of the group,.

March 25, 1939

The counselor cotitacted operntor 3B, who foit thet the job
on which she had besn plsced wasd too easy and that tims passed too
8low, She had alresady made the seguaintences of all tha operators
around her, She 4id not seem to know why shé was moved, excapt thet
it vwas nscessary to teke one operator from the line,

Oounselor dirested 3B's attention to the job on whioh she
was Now working lnquiring if Shers was anyithing else abont her Job
that she could do. 3B indiceted that she could make an extrs wire
connection whonever she had an opportunity and if the pirl mext to
her could not compleke her operations, she could sxssist her,

On the eonveyor from which operstor 3B had besn removed,
the girls had bsen wondering as $0 why shs hed been taken off, Among
¥hose who sommented %o the sounsslor were 44 and 24 who sald, "We
san't undersiand why operaior 3B was taken off, She's the wost effi~
cient of any of us,” and, *They %ook 3B off, and she's the one girl
around here who gets through the first and always has exirs Vime.

We don't know wky she was takexn off,n

The above observation was of interest te the sounselor be~
cause it showsd something of the group sentiment and abiitude toward
3B. It also gave $he couwnseslor an Insight into the group feslings
about shis move so thet should the supervisors diseuss this with $he
gounsslor, the counselor would be bekiar abls, knowiag how the eper-
stors looked upon the change, %0 direet atiention %o important feots,

April 10, 1959

On Ap2il 10, 5A was absent due %0 illmess and 52 was placed
badk on the line Bud in positien 2B, It wan necessary for her %o
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adept herself to sssenmbliog opsrations different fzom those to whish
ghe had been assustomed ot 35. Bhe found that it was necessary for
her %o stsud wost of the day in order %o 4o hor job, Towerd ths and
of the az‘tam‘am; when Group Chlsf A esme over %o the convayor, she
west #til) having difficulty in *keeping up.” She observed him wetoh-
ing her end bsoeme frritated when he sald, "Why 38, I didn't think
you ever had trouble hgpiﬁ& upl* 3he then entersd inte an ergument
with hin, (7The counselor was present at this tiwme.)

Group Chisf 4 peported the abovs to Section Chisf A, who
later told the interviewsr that 1t had made him very angry to headr
thet 2B would talk to Group Chief A as she had done.

Putting operator 58'sz remarks Iin their contaxt, the coun~
selor talked with Section Chief i bringing out that operetor 3B had
baen off the lins for a week, that when placed back into tha line,
she was in a Dew position whers the opsrations were different, that
she had to stand up, an indication to the girls with whom she worked
that she was harving diffieulty, e situation new to 3B sinece ahe knew
that she was recpguized by all the other girls as deing one of the
nost sfficient, thet It was near the end of the duy =~ 4:30 ~ whan
shie glassed up and saw her Group Chief lookivg at her. The counselor
felt that Seotion Chief A had changed his attitude toward 3B follow-
iag thiz disouseion,

April 13, 1939

Inspsctors IA end IB exehanged jobs with inspsctors from
Group Chier B's conveyor, The change was made by supervisors who
believad there had bHeen excess talking. Neither the opsrators nor
the inspsotors wers givea a reason for the change but on the basis
of the admonition given Imspestor IA on Narch 22, 1933, they feld
that it was becsuse of talking. The Ooperators and lmspecsors did
no% sesm t0 fully understand what was meant by exeess to..ﬁ:ing.

e esounselor noked this as againm it was expressing the
group's atsitude, Should the supsrvisors dissuss “talkiag™ withk

the soumselor, the sounselor weuld bs in « position %o direst their
shinking Soward the employees! fealings aboxt i%,
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Seation Ohief B replacsed A who was assigned to another seo~
tlon. &sotion Chief 4 and ¢ worked in an advisory eapacity 4o B
while he leirnsd the details of the job,

Apxil 81, 1939

HSeokion Chief C contacted the counselor and said that De~
partment Uhisf A had obseprved 3B talkipg two days befors and wanted
to move her immedimtely, Nothing hmd been said to 3B,

The counselor in talking with Ssetion Chief C supggested
that they look st the daily output figures for the past week, The
counsalor had previcusly loocked at them and Had noted thet the line
on whieh 3B was working had shown & slight increase ovar IA's iine.
The geunselor used ithis opportunity to discuss with Jeation Chief ¢
*talking™ now as compared with *talking™ a year ago. Seotion Chief
¢ Pol% that he would not do snything in regard to moving 358 and
would continue to abserve her behavior befors meking any desision
to move her, He 4id nok kaow just how her {alking was affecsting
the total output of the group, but did obwerve thet the outpus of
Line B on whioch she worked was slightly higher then that of lLise 4.

Summary Maroh 17, 19359 %o april 84, 1938

In order 1o elarify the events which had taken plses up to
this time, a brief sumary follows,

While walking through the Aepariment on Merch 20, 1939,
the Division Chief in cherge and the Aesisi 0 Works Menager observed
Opsrators £A end 5A conversing on the job, The Diviaion Chief called
$his %0 the attention of the Depsrtment Chief and Seotion Chief who
was in charge of thess operators at that time amd pointed out Shat
the operators should be sdvised to cease talking, Seetion Chief 2
notified 5A and left ber with the responsibility for nosifying 2A.

Twe days laker the Division Chief noted that 5A and Iazpec~
$or IA wers talking and as a result ell supervisors from Dspariment
Chief dowr begax %0 sonscicusly elassify this sotivity as undesirsdls.
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On the following day Ssotion Chief 4 and Group Chief 4 observed that
5B was argulng s great deal with other employess and without looking
at bher work record, the outpus of the line on which she was working,
or the nature of the arguments other than manifest behmvior, moved
her to Group D without offering sny »sason for the change,

On the sext day the Hection Chief commented thmt he musd
have misintorpreted the rerguments® as evidence of personsl sntagon—
isw between 3B and other operators, sspecislly 1B, bedsuss 1B had
inguired about when 3B would bs returned to her old position. He
edded that 3B was ons of his most effieient operators, s fset which
had been sstablished shortly afier she was hired.

On March 25, the counselor talked with 38 on the job. She
was quite dissatisfled Beesuse the new Job was Yoo aimple and al-
though she hed mede rapid progress in dsveloping @ place for herself
in the moeial group, time passed very slowly., With she counselor's
help she decided that she oould carry out an sxtra operation snd
thus keep mors sompletely coeupied, In the meentime, the counselor
observed that Group A were confused as o why $he person whom they
rated as the most effisient on he line had been moved,

The wove just desoribed did serve to temporarily relieve
+he attention givea 1o talking but when 5B was xeturned to the growp
on April 10 to £ill a vassnsy sreated by the sbssnse of 5A, she en~
countersd a new problems S8bhe was pladed in position %3 snd had so
migh dirficuldy keeping up with the line that the Growp Chief A b~
gsn %0 watch har slosely Soward the end of the day., He eritieized
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her insbility *to keep up,” an ergument ensued, snd when Secticn
Gnig;f A was informed of it, he bssame very augry st ber attitude. &
tgllég with the counselor modified hiz feeling through helping him %o
resognize the eirgumstances lesding 0 and surrounding the event,

On April 13, attention of supervisors agalin became focused
on talking ~ just why is not known., Inspestors IA and IB were trans-
ferred to another group for ¥alking t00 much and the counselor begen
t0 hear questions raised as to the meaning of rexcess talkiag,"

A week later Section Chief {0, now in cherge of production
sontiol Tor the department and formerly in churge of Section A, ad-
vised the counselor that Department Chief 2 had sgain seen 3B imlk-
ing and wanted to move har out of the group. Ioawmuch as Seotion
Chief € works closaly with Department Chief A on any psrsonnsl
changes, the sounselor sncouragsd him to wonder why opsrators italk
on the job and specifically the sxtent to which telking had been re~
tlsoted in outpuk records. The latisr showed that the Line B had
beenr furning out mors unigs per day then Line A.

April 24, 1939 (A.M.)

44 returnsd afier her iliness, but 2B was kept on the lite
and 43 was Dlacsd elsewbere.
(2:30 P.u.)

Department Chief A, while talking to Group Chief A, no-
t1¢ad 3B talking %0 the girls arowund her, Oa learing Group Chief A,
he wens direstly over t8 5B sud reprimended her before the other
girls on the two limes for her talking,
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(3305 ¥, ]
Group Chief 4, who in the memntine hed found 1t necesusnry

¥0 ses another supervisor, not knowing that Department Chief A hed

talked to operator 3B, went over #p talk to her a half hour later

and said, *I noticed that while you were talking a while ags, Depart-

ment Chief 4 observed you. I just wanted to warn you., It's 0.X, for

you fo talk, but for heaven's sake, don't do it when the 0ld wan is

sround.” Operator 33 started to ery.

{8:10 P.M,)

Group Chisf A eontmeted Operator 1A to ses i she knew why
operatoxr 3B had so suddenly started to ory. Operator 12 said she
A4dn't think that o supervisor should bawl a girl out in fromt of
the others, Group Chief A 4id not kiuow whet she meant s he had not
interprated his own remarks %0 operator 3B as being a bBawling out,
Operator 14 sxplained to him that Department Chief ;5 was the super~
visor to whom she was referring.

(4:00 P.M.)

Depariment Chief 4 heard thet operator 1A sald this snd
stnted to Section Chief C eand Group Chief 4 that no operator should
$ell him whet to do0. {Operator 1A has been in disfavor with Depert-

-moné Chisf A for the past Tew monihs because he feels thet she was
ressrieting in oukpus,)
§4=SO BN, )

Departments Chief A stopped ¥y the conveyor and cohserved
3B tsalking. KEe besame very mush disturbed and requested that she
e moved immediately %0 3 job that would demand har full sttention.
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He ssemad %o foel that she had disregurded his requsst thet she stop
talking, snd that she was making s point of telking in fromt of him.
An opsrator was nseded to fill anm opening on another job, mnd as x
punishment, it wus decided %0 place 3B thers although this job seemed
to be reecognlized as = man's job.

Up to this point the aoutnselor hed participated in only
those insiances whers note has been ;uaﬁa. Section Chief 4 stopped
the ecunselor 1o explain why 5B was drensferred. He reviewed the
svenis already deseribed by stating thet Diviaion Chief 2 and Assis~
tant {0 Works JNanager A had skopped by the conveyor ons day and kad
noted the "talking” on the line, nivision Chief A was interssied
because be had heard thet the output was lower thers than on othenr
lines and callsd Section Chlef At's snd Despartsent Chisf A's atten~
$ion to this. Xver sinmos, he snd Depariment Chief A had been cbserv-
ing more closely and Depariment Chief A hed seer 5B talking steadily
for Swenty misutes ead had bawled her out moss "severely." Only two
kours later Despartment Ukief A, on pessiag the conveyor whers 5B was
working, had notieed that she was talking, and he thought thet she
bad looked direetly at him, making him feel that she was deliberately
disobeying his orders. Xe¢ had become very ssgry and indieated that
ke wonld liks ¥ fire her dut instead had ordersd her to be plassd
on the job where she was now workiag.

See¥ion Ohist A selid that be sonld 2ot wsderstand why 33
had econiucted harself in this mawmer, pariicularly after havisg been
bawled out 4ba way she was, sdding that Depariment Qhief A hed done
sverything but swear in telking with operator 33, Ssebion Chief A
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adatsd that operator 3B had done a very good job while working under
(Sroup Chiel 1 and that Oroup Chisf I}, on tiweding u veiy sfficlent
opsraitor, had asked that operstor 38 be given to him, as hs consid~
arved hey to be batier than any other oparator that he had, Seetion
Chief 4 stated further that operator 3B was regerded as being very
efficient by all of the supstviscrs for whom she bad worked. He had
Talt, howaver, that she d4id not eooperats to the fullest exient with

- the girls with whom she worked, thet alie did her own job very well
but 414 not seew to help those sround her whenever they aseded any
assistance, He added that dus to Deperiment Chief A4's foeling about
hor, she would never go bYask on s conveyor agaln,

The sduuselor had »o0% as yet talked $o Operator 3B Wut aid
raise questions in light of past observations. "How positive could
one be that operator 3P bhad Salked in defisnce %0 Depariment Chief
&'s wishes?" "Jast how were the supsrvisors lookimg at "alking?'®
"How do the opsrators look at 'falking?'* "How Lave the supervisors
looked wpon '"Salking® i Yhe past?Y The counselor was inguiring in
Shis srea so that Bestion Chief A might Jook at it more glosely. A%
*he beginming of the dimcussion, Section Chief A seemsd 3o be in
asgerdance with Departaent Chief A's fealing but soward the end, his
fasling sesmed %o be modified, ‘ '

April #6, 1939 (a.M,)

Seotion Chief ¢ and Section Ghlef B had 5B coms to Seetion
Chisf G's desk where they sxplained to 3B the resson for her trens-
fer, Seection Chief ¢ also told 33 that Depariment Chief A Lad wanted
%0 fire her. Seation Chief 3 had Just Ween transferred to this see~
tior and =msked 3ectionr Chief 0, a former supervisor iz the sestion,
%o talk $0 3B,
April 36, 1959 (3:15 P,)¥,.)

The ssunseler spprosshed 3B's new position. She ealled +o

she sounselor anid salid, "I dea't supposs You expesied %0 ne¢ me keve,
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I'm being punished. Tais is really s ment®s job., My arm and ny
Tingers mche so. Have asoratched my arms %oc., These boys with whom
I sm working sre sure rezsing oo, Depsrbwent Ghied 4 becane very
impatient with me. Told me I was distracting the other girls. I
ladn't looked at it that wey. I ean see what he meant. He hes
wrong impression, I think. f!:m.nh what he 2sid went in one esy and
out the other. It didn't 1*,«3.1'1.. The girls on the line wanted %o
know to what I owed my suoccoss. (Having saun opportunity to tslk with
a department or division ¢hief wes usually considered = compliment
but 1a this {ngtance it was known to bs the reveris.] T told them
T guessed 1t was the gift of gab., Aftar & while I couldn’t n‘taz;d
1t any more snd I oried. At firss I tried to laugh so they ucnlﬁn't
ses I Tolt 80 bad, I've promised Section Chief B thet T will never
talk. I'm under his care now and can't let him down. Could we $alk
tomorrow? I want to dalk %o Department Ghief A bué don't know just
what %o say."

(3:45 P )

A Poersoansl Plucemsnt woman contasted the osounselor, ssk-
ing if she knew 3B, She wondered how it had happsned thet o girl
had been plased on a job which ske eonsidered o be man's work,

Kere 1t skould be noted that iR transferring 33 o amother
loeation, other employess besame iavolved iz quite a different way,
Shs was pluced on a Job hereiofore rated as a man's job for *pumish-
neat” and as u consequenes soms ¢f the women started o wondsr if
they would be Sansferred %0 these more dirfisult johs and men de~
samp apprehsasive ever whether or nos they would be replassd by
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womsl, Io other words, they could only interpret the change in the
1ight of what they obsexrved, tket is, the orgenization sesmed to be
replacing men with women, Zvidently the fact that 3B had besn moved
$0 thie particular job was so apparent thet the Plassment Interviswer
lmnediately noticed 1%,

April 26, 1939 (4:00 F.M,)

Gounselor eontacted Seetion Chlef B 1:-@ Moke arrangeuents
for taking 3B off the job for an interview. (3B at this tise was
reporting direetly %o Seotion Chief B} Seotion Chief B pointed out
that If he had been in Shis seetion longer he would not have moved
5B, He felt that she had not Bad a "aguare deal” and added that she
was youmng (21 years old) snd had never befors been $01& about her
excoss talking. Re asid he 414 not fesl thet he oould $elk to De~
partment Chief A shout this, howsver, e belisved that Depariment
Chief 4 had noted %00 qulskly and hud not given her snough ¥ime to
show what she could do,- Xe begsn the conversation saying tbat 3B
should no% go %o ses Depariment Chisf A as the latier was leaving
sverything up to his supsrviacrs.. Toward the end he stated that he
falt if 3B wanted %0 ses Department Chief A she sbould see kim, that
Seotion Chief O had said she sbould wot bué bBe dould net ses that 1%
would harm hex in any way and wighs balp her, Ne seemed to feel
that she job she was 08 was 100 heavy for a girl. He added that be
hoped ske eould be taken off ¥kis job the following morning and plsced
on a eonveyor end that seek of his growp ehiefs (5) had requested
her for their sonveyors,

In mentioning this to the sounselor Sestien Ohief B sud-

denly stopped and said, "I%ve beent saying many things 1o you ¥hat
are sonfidential = eould I say theee same things $0 snyons elss from
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your organization who might take your plass? Do all $he individuals
in your organization regard confidentisl material the same way you
dog® The counsslor used this opportunlity %o disouss wpersonsel soun~
seling® and the way eounselors Tunetion 1a & te¥riory. Sestion
Ghief’ & mantloned to the inkerviewsy that Sesiion Chief 4 hed com~
mented to him when he was trensferred %0 this seetion thet he should
contast the counselor as be {Jestion Chief A) hed hmd seversl eon-
tasts with the gounsslor and had come awey from tham Tesling that he
had gained a great deal of help.

Group Chief A told 5B that it might be well for her to con-
taot Depariment Chief A as she had left the wrong impression with him,
April 27, 1859 (8:30 A.M.)

(Interview with 3B) 3B felt that she must talk 4o Depart—
ment Chief A and let him know that what he had said had not gons ™in
one ear and out the okher® =~ that ske had not reslixed how she was
disiracting thes other opsrators as ahe had always been eble %o do
har own work, She said that Growp Chief A had $0ld her the preceding
evening as she lefi the plent that it woeuld be well fox her to talk
to Depariment Chief 4 wnd get Shings strsightensd out,

3B had ulwsys appearsd 10 the counselor, $o the supervisors
and girls with whom she worked, to he s carefrse, happy-go~lucky in~
dividual, but in talking with her, 5B menktioxed that she was not liv-
ing &% hows, that ker father was very striet, Weat Ler mother and
Nade living at home for her wapleassnt Ze tha$ she had decided %o
Jeave, Ner boy friend, wvham she plans $0 merry in September, is en~
ploysd but is at howe duwe %o a dispbility imscurred while working.

He has worked omly a sherd ¥ime during the past year and 5B had met
sll paymenss on a 1937 Plymowtk owned by him. 3ke gives ber mother

-~
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$5.00 & wesk snd ocossionslly buys her two ysutger broibers alothing.
She pays $8.00 for her boeyd anmd rooM., A% present shs is wiag -
$22,00 & weak., She seemsd t0 express a desire to go beck home énd
sléo was wondering if she really loved hur boy friend, 511; daiad
stress the fact that her job was very important to her. 8he further
stated that the giris wiih whom she wurke think tust she is an only
child. 3he explained this saying that when working in snother de-
pariment . someons h&ﬁ staried Yhat story and thet everyons kmew her
father worked for Westera Elecirie and all bad assomed thet she hed
» Very emsy life., After the story beseme widespread, she had de~
cided to say nothing further aboub it. The waz very mach disturbed
besauss of the "jam™ in whioh she was involved snd wes determined to
talk Yo Depexriment Chief i, After Depariment Chiel A talked o her
the first time on April 243k, she had not talked o anyone until al=
nost time to leuve when she asked the girl next ¢o her abous the Job.
| The girls agross from herr hed $old her tbat Depsrtwent Chief 2 was
watobing her, and ahe felt he may Nave becoms angry over this a0 *Sha,t
skie aluo wanted to explain this ipsident. She appesared %0 be worried
for fesr Depertment Chief A would e engry when she %alked to him amd
said Shat she usderstosd that he had wanted 4o fire her,

*T usually think sbout what I'm going $o ¥alk about abesd
of time, but I Aidats 1z regard to thias interview, I asked the
girls wish whom I have worked and the girls theas I kmow who Rave
boan out for an inksrview just what they Saliksd about and they said
1% 45dn't make any differsnse, et I eould talk about anyishing.

They said I eould $alk abeut my doy friesd, or adout clothes, job,

UNIVERSITY OF WISCONSIN - MILWAUKEE



l8.

ar about anything I wanied to, 80 I dldn't think about what I would
say this %isme., I didn't realize, though, that I'd be talkiug all
abont xy femily.®

Imping the interview, the counselor helpsd B restais her
probls. 3B also repeated four times to the counselor, what she wee
planning to say to Depariment Chief 4., The inserview strengthened
the relationship which existed hetwaseon the ootnselor and 38 aud

through 1%, problems snd faots wers dimcuspsd which had never been
$ouched npon before,

Counselor observed 3B talked with Department Shief A at

his deak, The counselor also noted that both ZB and Depertment
Chlef A were smiling, —
{11:15 A0 ) |

Section Chief B stopped the interviewer and said, =I told
Depariment ChieZ i this morning thet I thought we Had seted & 1ittle
$00 hastily with 3B wnd that I think we should give her snother
chanoe. XNe sesmed 30 b in perfect eecord with theé and said that
if I felt thet sbe realizad what her talking meant and that £ I
Tolt that she had learned her lesson, that she gould be taken off
the job and plased on ¥he aoaveyor in Group B imsedistely. T think
T got my point adross %o him 21l right.*

Sestion Chisf R's ackion hers, seemed t0 bs tha result of

looking a% more fsois iz the situation which had besx msniioned in
the oontact with the eounaselor she preceding dey.

April 28, 1989

™e counselor coxtaeted 3B, whe remarked $hat she had
looksd around for the cousselor afier shs left Depariment Chief i's
dask as shs wenked o let the counselor kwow that sveryihing had
turned eut all right, "It was just ems, two, three. He did think
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that I had delibsrately gone shead talking afier he had told we not
o, 80 1%'s a good thing T stopped 40 aese his, I thivk averything
is fixed up all right now, 2ad ha t0id ms he'd forget all sbout 1t.
He said he really tries to be a good supervisor, and I told him yes,
that I thought he wae & good supervisor, end about thet time I
thought T'd leave bacause 1t seemed %0 be a good place Lo stop, Jo
srerything worked vut all r,i.sht. The job I'm on now i a wery easy
one and perhaps I can pilck it up so quiekly that I can help the girl
next to me. I'm now only supposed to put in two serews but if I ¢sn
put in a third one too, that would help lasr, and since the job 1s so
snsy, I thought I ought to be able %o get my spsed Up ¢o that I can
do thet all right. I'm not talking 0 any of the girls around e,
though,”

The dounselor questionsd 35 when ahe remurked that her job
wed an "ensy ome™ xnd asked if there were sny sdditional operatioms
on her job, 3B commented about the girl whe operated the antommtic
sorsw 4river and watkohed her s few ainutes determiniug what her opsr~
ations were, She observed at thay time that i she put in the third
sorew, she might sssist that operstor.

May 1, 1939 '

The connselor went into the depariment to soatset an In-
spedtion supervisor and three of the inspectors. The following eon-
tacts in which reference made to 3B ogcurred as ilie gounselor was
walking from oss emd of ihe aisle $0 the obher:

Group Chief A ssld: "Everything ls ruuning alomg very
nieely mow = not aving any diffionldy at all. The ondput is up
100 mors thax Deparimexnt Ohisf A ever antisipatsd. I'm really on
$ep of the world, I haven't had axny Aficully at all exsept for

what happened the other day with 3B, I felt pretty sorry for her,
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I knew that she ms at first blaming me for what happensd. I saw
Department Chief A lookisg at her, but didn't dream +hat he would

€0 over and spesk %o her ismediately. I had 4o contact anstlher super—
vigor snd by the tloe I got bsok Department Ohief 4 hed alrwedy bLeen
over to én her, and I gusss h; renlly bawled bey out, I didn’t know
anything about it and reslly got my foot into it. T went over just

to warn her, and the next thing I knsw she was evying. I went around
to see ki and she Zaid thet she 4idn't think aany supervisor aught' 0
bowl a girl oub on & convayor as had been done, I told her I didn't
think I had dawled her out. She said, “No, you didu't, but Department
Chief A d414." It seams a3 if the 014 men hesrd about that, Sho's
really a good kid, and I would like to have her working for me any
time, She knows how to ges Fight in there and do the job.

A% tha oounselor left Group Chief 4, she continued to look’
for the supsrvisor in Inspeckion., Group Chlel ¢ passed her and the
counselor spoke to him, while s%ill looking areund Tor the iaspsator.
Group Chief ¢ alwmost lsmediately, sfter & slight puuse when seither

~ the counselor nox group shief said anything, said, *You know, it was
Jjust too bad tha® I was never able to have 3B work for me. I think

- $hat shets one of the heat mm¥cr: around hers. I feal that hsd
she worked for me that this mever would have ccourred. When sha same
busk from selking with Departmsat Chisf 4 the other day, I gave her
2 fow little words of advies. I %0ld her that if she would try So
do he> own job snd would be very sarsful so that she would never talk
when anyome saw her, shat after about s week or 80 that pecple wuld
stop looking ab¥ her; that is, the supervisors suck as Dspariment Chiel
A, and that she smuld metile domm ﬁn’. s2d wouldatt heave 0 be s0
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wa wers talking she smid, *You know, 1o one sver said anyibing to me
mbout thet, and I d1dn't reslixe what wes going on' and it was than
that T started thinking, nok out loud bat o myself, bhere's a girl
who had never besn told. I feel that a supervisor should keep s
lookout for his girls and should inform them as %o just what theilr
behavior should be. I think that a supervisor, that is a group chlef,
cen handle ihet very nileely without causing suy trouble. I reslly
Tolt smorry for thot kid. 1 used %o notise her talking when =zhe was
working for Group Chief 4. I falt then that shs should hmve besn
told, She hardly konew what 14 was all sbhout., Look over at her now -
the 1ittle girl next to her iz certainly s chatterbox, She seams to
be going st the rate of 240, yet 3B dossn't dars say & word., Right
aoross from her is Group Chief B, so you can see thal she's practi~
cally between the devil and the desp blue sea, I $hink that Group
Chief B should do something about that. He's right there and can
ses the girl talking witk her. He ought to go over and talk to that
girl and tell her that sle’s talking a lititle bit too mmeh, He
should by no means tell her that the girl next to her is on probae—
4tion now asd ocaxn't spesk a word, but he could indicute %o her that
she shouldn'y talk so much snd that in furn would help 3B. Thers
imm's & better operator around here than 38, and anyoss of us would
be glad 40 get her,

The coumselor talked with Group Chief C about "falkingn
and jJust what it meant %0 the operator, %0 other operators, %o

supervisors, to the job, amd has it slways bLeen looked upon in the
sems menner as it is todey.
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May 2, 19539
Phe counsslor was interviewing an inspector who had hean

sesing inapsctors chsnged from one Job 1o anothsr as the number of
inspectors graduslly dwindled dus to the deoreasing.nunber of defects
that wers belng found., JDuring the interview, the inwpector seemed
o be very much dlsturbed about just whet was going to happen $0 her
and in talking sbout this made the following statemant: *You kaow,
ons thing that all of us inspestors sre worried aboub is that they
xey put ue over on that job {(job on which BB waz plsaced spril 2%,
1939}, 4 1ot of the boys were kidding us and telling us 'Sure, didn't
we see that girl over there the other day?' We're really bigger 4han
she 1, and we know how touch 1% would be., Why they Liad One grest
big girl ower thex_'e trying to help oubt and she had » terribls time!
Then to think they'd put & frail, 1ittle thing like ¥hsy bhad on thers
tlié other day. Why what do they mean by thet? Do you suppors thay're
really goling to stert putting girls over thers onm that job? And if
they put girls over there, and thers are four tbe many of us, it sure
looks like we may be the ones %0 go over on that job. There's sure
going to be plensy of squawking if they try anything like that.*
May 23, 1939

Seotion Chiel C wondered how Department Chisf A hed heard

about 1i's yemark om April 24%h that a supervisor skhould mot bewl
cut & girl in front of others., He felt that Depariment Chiel A no
longer held any grudge against B and that there had bssn a misunder~
standing. Seetion Chisf ¢ said that Depertmens Chief A did not want
anyons $0 talk to an gperator in a disturbed stute of mind snd that
ke 412 not want %0 talk with anyoms either, Sectiiom Chief C was wa~
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aware of the fmot that 3B had talked with Department Chief 4 at hi'n
desk on spril 8Y. |
Mey 3, 1939

Gounselor sbmerved thet there did not seem to be as mish
talking among employees in Group 4 as hed besn Lormerly manlfested.
14 snid, "They tell us to fesl st home on the job but yet they pet
plenty mad if we falk.®
Msy 4, 1959

Section Chief 4 mentionsd to the counsslor that Group Chief
A wes the one who had told Department Chief A aboubt la's comuent ra=
garding 3Bt's vbawling out” on April 24, 1939,

The counselor was Interested in this becsuse on May 1 Group
Chief 4 had Implled that he 444 not know how the dspartment ohiel
heard about 1A's comment.

Dapaxtment Chief 4 had amked 1f any rosentment had besn
shown whan he reprimanded 3B, Section Chief 5 said that Group Chief
& should have said "No™ but that he did not zeem to think quiek
enough snd bad ssid "Yes,” whereupon Department Chisf A had demanded
vwhott On being told 1t was li, he requested that she be sent over
40 his desk immediately. Section Chief 4 ssked him t0 defer thia ae-
tion temporarily and pointed out to him that 14 was & lesdler in the
group and a cool, level headed apsrator and thet any reseniment she
showed would be expreasive of the group fesling, He pointed ovt that
since a strong loyalty between employees existed in this group %o
bawl out any ome opsrstor was inierpreted by all others ss if they
%00 had basen reprimended. ™I 2ls0 explained %o him" Seotion Chief A
said 0 the sounselor, "what you amd I have Salked about, that that
line is se sensitive, that axy ehauge, 30 maiter how slight, might
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easily alfect it at this $imw end thet nothing should be dons to
shange enything in thet situstion unless absclutsly nscwssary. 5o
es Tar as T know Depmrimens Chief A never called 1 to hisz dask.”

The oounselor aitd Seation Chief A haed st verious times
prior to Margh 17, 1939 discussed the efPfoct of change on individusl
operators and groups of opsrators,

Ssetion Chief A in talking about the lins under Group Chief
4 mentioned thet it seemed to be funetioning in an efficient mamner
and that there Row appeared to be less telkiag. He folt that all the
girls should have reslized that they were 86t t0 $alk ag two of then
hed previously been mﬁ, ineluding Inspector JA. “As supervisors,”
oonkinued Section Chief &, "we seldom point cut 4o the operators that
they may be telking tao muoch., ¥e run into 4ifficulty when Division
Chis A sesn operators talklng and then asks us if wo have notified
them that they talk %00 much. We ren into the same situation during
layoff period. We had naver told an opsrator that she was *jusi
aversge' becatuse we balievsd that a3 long s operators wers doing e
tgoodt job there wzs R0 need to tell them that they wers not excsp~
tiomal., As a result many opersiors wers very much waprepared when
notified of their layoff., That made if Aiffisnld for us. ¥ow we have
4he sume situetion with "talking' in relationship to our superviasors.
Division Chief A oan reslly put us oa she spot when we have to tell
Rin we have %0t wurmed the opsrators. I have besn wondering how to
reprimand the opsrators so Shat it wor'ts affect their morale. 4ll of
the supervisors are thiaking about this now,”

The sounsslor questiened Section Chief A about Division

Okief A's sentiments in regard te "talking" in the past. Had ke ex~
pressed axy coments at axy other ¥ime relatinmg t0 this subjest?
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Seotion Chief A recslled » report to which he had eoutributed that
Division Qhief A had sent Yo New York. In it a long pert had baen
devoted to personnel relationships staticg that the supervisors ea~
apudskad the operators o $&ik and $o feal relaxed. Mo addsd that
1% was pointed ont in the sems paper, that considerable laxness
provailed, but at the same time, the output did not seem %o be
affeoted, Seotion Qhief A wondered if pevheps they were fiok pubiing
too much emplimsis on "talking™ now and if in tmlking to Division
Chief 4 moms of these fascts could not bs mentioned,

Departsent Chilef A im talking with the counselor aaid that
opsrator 38 had perhsps been misguided, that e was not vindictive
in any way and wanted to give hsr another chanes, He added that she
had besn placed on another job where she wes proving to be very affi-

clent.,

Conslusions

1. The astention of higher Mansgemest when in direct conteot with
the shop teads %o foous, under osrtain conditions, on the wani~
Test sotivity of employess and from very brief observetlons
value Juigwents sas hastily formed.

1.1 When s mejor change is fntroduced or abdoormal demands are
being made of & sisuation, this kind of atsention seems {0
oosur with increasing freguency,

£, The behavior and thinking of subordisete supervisors may be com~
pletely altered; regardless of their rexal santiments, through
the infivence of a high aushority. Xwployes habits, stso., which
had formerly been insigifioant besome imporiant and vioce versi.

S. To wim %he approval of higher level supervisors, orders may be
carried out sxplicitly evem though they confliet with known
faots and sentiments.

4, Hdction taken fallowing the above stimull may lend to impulsive
decisions 0 that both astlion and respomss may be highly ew~
+ional. Eventually, many more peopls are thrown cut of equil~
ibriun by a specifie form of action than was originally intended.

5. In she kind of situation deseribed, the sounselor may, if weil
inforsed wnd sware of the histery leading up $o0 axy problem,
eontribuie a great desl Soward -

8.1 Delaying sstion until suffisient deliberation has baen
exereisvi.
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5.2 mANiPating emotion.
5.3 Placing curpent situstions in conisxt for those involved,

¥ B.4 Promoting intersction batween psople which iz constructive
and directed at facts,

5.5 Encouraging lower level superviaors Lo resist sriticeism not
in sccord with their seutiments and experience, Thia de-
pends, of course, upon their relstionship with higher super~
vigors and whether or not thelr positions would be strengthened
by resisting.
64 ‘The dirsction in which the counselor may be taken in some provlens
is almost unppredictable. The time factor is elso a difficult one

to estimete; in this cese the oounselor had to make a number of
gontacts ovar s seven week pariocd.

PLDDDDIMR
6/83/39

UNIVERSITY OF WISCONSIN - MILWAUKEE



Seotion
Chief B

Group
Chief B

Geoup
Chief C

. g
*y

Group

Chief D

B 2K o Lo

Wy Py, iy,

Seetion Chief A =

UNIVERSITY OF WISCONSIN =~

7 HATT

38 )= third meve 4-85-59

L

&ﬁng bores
\
% %}K
_“ . ,N‘;‘ R
N ]
v \ \
v
fnspaat"‘ A
NN
‘XL 'ﬁ‘“ Ij
X X
3 N
—
A s,

N I, G, PPy, Ny, S AT

_—

kY -
¥
k
\
SA X 5A 44 u"@n 1A 80
&8 1 6B 4B (28] 18 80
4/10/39
3Bi= £irss move - segomd MSVe
X7/23/59

" Sestiom " "

Sestion Chief O = Former Suh—-Dept. Chief over above sesiiex.

MILWAUKEE



CHART Ny

g

|

SC—:C.{-‘- on

Chiet B Crowp

)

Sec~{~:¢,n Clq‘.e{ C» {‘ov-mcv' Sw‘a-])zlat. CL\\C'F oyer h%bve gec,+:¢n

5¢o‘¥\°h C\Me‘f’ & LT F ormerc \cb\eu%!cn Q\’\‘-t‘? over ihwc %ec{.\bn

UNIVERSITY OF WISCONSIN - MILWAUKEE



