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PREFACE
 

The motive for the preparation of this volume was to satisfy an urgent 
need in developing countries, where access to recent writings on personnel 
management is extremely limited. However, it is believed that the materials 
assembled here will be found equally useful by many American and European 
professionals. Although most of the items contained in this book can be found 
in the libraries of most modem universities, they are almost as inaccessible to 
the members of a health or welfare organization (or any corporation which 
employs many white-collar workers) as to a personnel manager in Latin Amer
ica, Asia, or Africa-because of the great effort and cost that would be required 
to locate, assemble and copy them for future study and reference. 

Within recent years, there has been increased emphasis upon management 
training to improve the effectiveness and efficiency of senior officials in for
mal organizations of all types-corporations, government offices, and private 

non-profit organizations. There has been a tendency to assume that if these 
higher level officials learn the basic principles of decision-making, subdivision 
of lab)r, and allocation of authority the organization which they direct will 
function smoothly and flourish. Even the most casual observation of what 
actually happens overseas (and often in the United States) reveals that this is 
false. Top-level organization theory and management practice is only a small 
part of the total problem-especially in organizations where large numbers of 
white-collar workers are employed. Much of the waste, inefficiency and low 
morale that is found in many of these organizations isdue to the maltreatment 
of employees by administrators and supervisors at all levels-from the lowest of 

the first-line supervisors up through the ranks to the highest officials in the 
organization. Moreover, the personnel management functions of job specifica
tion, recruitment, hiring, training, pay, promotion, and attention to individual 
personnel problems often appear to be carried out in a way that seems capri
cious, unjust or even exploitative. 

Long ago the employers of blue-collar workers in the United States dis

covered that it was "good business" to establish a personnel policy and admin
istration based on research into employee motivation and work attitudes. Per
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sonnel policy formulated in the light of research and modem theories of per
sonnel management, carried out by professionally trained personnel managers, 
was found to be superior to traditional practices that were highly authoritar
ian. Unfortunately, this lesson has as yet been only partially learned by 
employers of white-collar workers. This situation appears to be especially 
acute in those organizations which perform public service functions, such as 
health, welfare, and family planning services. These workers often are treated 
in an ambivalent way-sometimes as if they were autonomous professional 
workers and sometimes as if they were lazy and hostile factory hands. It is 
hoped that those who read and study the materials presented here will dis
cover that employees of every level can be helped to become much more pro
ductive when administered in accordance with the ideas expounded by the 
writers whose materials are reproduced here. 

Because the materials which have been selected are complete and lucid, the 
introductory materials supplied by the editors are brief. This has enabled us to 
cover a wide range of topics while keeping the total size of the volume within 
tolerable limits. Some of the articles have been abridged for the purposes of 
this volume; omissions are indicated in the text by ellipses. 

July 1, 1976 Donald J. Bogue 
Stanley Hudson 
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Chapter One
 

THE HUMAN RELATIONS APPROACH TO
 
PERSONNEL MANAGEMENT
 

The two articles which follow contrast two approaches to personnel man
agement which lie at opposite extremes of a continuuml: 

The authoritarianapproach, according to which a centralized authority as
signs tasks and supervises their performance by a downward chain of com
mand. The individual worker is given no voice in the planning or conduct of 
his work. This is sometimes called the "theory X" approach to personnel man
agement. 

The human relationsapproach,which encourages workers to react to their 
work assignment and to collaborate in the work enterprise. Their suggestions 
for improvement are solicited and taken seriously. An effort is made to make 
work assignments and working conditions agreeable to the worker. This more 
democratic approach is sometimes called the "theory Y" approach. 

The readings spell out in considerable detail the assumptions which under
lie each approach and the personnel management philosophy and practices 
which flow from them. It is widely accepted in personnel management that 
the strict authoritarian approach-which is the time-honored, traditional ap
proach-is a comparatively inefficient form ofpersonnel management. It needs 
to be diluted if not wholly replaced by the human relations approach. Most 
modem organizations utilize an approach which falls somewhere between the 
extremes, employing principles of both. The trend has been to soften the 
authoritarian component and to emphasize the human relations aspect. 

It would be wrong to assert that the human relations approach, in its ex
treme form, should be presumed to be best in all organizations or in all coun
tries. On the other hand it is probably correct to say that most authoritarian 
organizations could improve the productivity of their workers by introducing 
some principles of the human relations approach. It is fundamentally impor
tant for an understanding of this book that the reader clearly grasp these two 
alternative philosophies of personnel management and reflect upon them as he 
reads the remaining chapters. 



2 READINGS IN PERSONNEL MANAGEMENT 

Implications for health, social welfare, and family planning 

Health, social welfare, and family planning organizations in the developing 

countries tend to emphasize the authoritarian approach to personnel manage

ment. In doing so, they are reflecting the current practice in the country; per

sonnel policies in most developing countries are highly authoritarian. Perhaps 

no more authoritarian systems for dealing with civilian employees have been 

devised (outside slavery) than some of those installed by colonial nations for 

handling "the natives" in their overseas colonies. The traditions of these sys

tems linger, bolstered by military-based governments and the deep-seated 

value of obedience to authority. This raises the question, "Is the human rela

tions approach to personnel management too 'radical' to be applicable in 

or Africa? Or has the time come to soften traditionalAsia, Latin America, 
systems with the elements of human relations management, thereby reaping 

huge gains in worker effectiveness and efficiency?" The editors of this book 

believe the answer to the latter question to be a resounding, "Yes." 



3 THE HUMAN RELATIONS APPROACH 

Patterns of 
Management* 


Measurements now being made available 
by social science research reveal that mana-
gers achieving better performance (i.e., 
greater productivity, higher earnings, lower 
costs, etc.) differ in leadership principles 
and practices from those achieving poorer 
performance. This variation reflects impor-
tant differences in basic assumptions about 

'the ways of managing people.
What is management? What is the nature 

of the managerial process? There are per-
haps as many formulations as there .are 
writers or practitioners of the subject. But 
one central theme is that managers perform 
several essential and unique functions which 
distinguish them from other people with 
professional training such as lawyers, doc-
tors, engineers or scientists. In various de-
grees, managers undertake risks and handle 
uncertainties; plan and innovate; coordi-
nate, administer and control; and supervise, 
The handling of risks and uncertainties is 
more precisely an entrepreneurialfunction, 
the next two are managerial, and supervi-
sion is often the main task of lower levels of 
management. For management is also a 
hierarchy of persons, ranging from the 
chairman of the board and chief executive, 
down through middle management and 
various staff specialists to first-line super-
vision. 

The essence of the managerial process, 
therefore, is planning, innovation, coordi-
nation, administration, and control. If there 
is a key word to describe management it is 
probably coordination. "Coordination in-
cludes some decision-making: establishing 
broad objectives, initiating and approving 
changes in key personnel and in manage-
ment organization, approving decisions on 

'Copyright 1964 by McGraw-Hill Book Company, Inc. 
All rights reserved. The material in this article is from 
Chapter 1 of the fifth edition of Personnel Administra
tion, by Paul Pigors and Charles A. Myers, to be pub-
lished by McGraw-Hill. Used by permission. 
1Likert, 121, p 3. 

Paul Pigors and
 
Charles A. Myers
 
Massachusetts
Institute of Technology 

various matters in terms of the approver's 
interpretation of broad objectives, approv
ing decisions on specific matters to avoid 

'conflicts with other decisions."
Management in this broad sense is not 

confined to private enterprise. It is also 
essential for the successful operation of a 
government department or agency, a public 
enterprise, a trade union, a non-profit or
ganization, or a college or university. In 
other words, management is organizational 
leadership and one of its central tasks is 
effective coordination and utili.-ation of 
available human and non-human resources 
to achieve the objectives of the organization. 
These objectives may be, for example, to 
maximize profits or increase the firm's share 
of the market in business enterprises; to im
prove efficiency or expand the scope of 
services provided by a governmental bureau 
or department; to get more union members 
or bargain more effectively for members 
in a labor union; or to improve the quality 
of instruction, expand facilities and enroll
ment, and undertake new research in a 
college or university. 

While the human resources available to 
management in an organization are only one 
part of resources which must be coordi
nated, it is through the combined efforts of 
people that monetary and material resources 
are utilized for organizational objectives. 
Without human efforts, organizations can
not accomplish their objectives. Conse
quently, the organization and motivation of 
human effort-the personnel function of 
management-is a central responsibility of 
management everywhere. Indeed, the man
agerial hierarchy itself involves inter-per

nal relationships, in few or many layers 
from the top executive downward. The ef
fectiveness with which managerialand pro
fessional human resources-high-talent man
power-are coordinated and utilized ac

2Gordon, (2.1], p. 53. 

Reprinted by permission of the publisher and authors from IndustrialManagement Review, 
Volume 5, No. 2 (Spring, 1964), 3-18. 
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counts in important measure for success or 

failure in achieving organizational objec-

tives. 
There is an essential difference between 

those who manage and those who are man-

aged. For an understanding of organiza-
tional relationships, however, it iz impor-

tant to recognize that at every level in any 
organization (except at the very top and 

for employees withi no supervisory duties) 
people are both managers and managed. 
They are "managers" to their subordinates, 
but are subordinates or the "managed" to 

their superiors. At each of these levels, in-
dividuals perform various combinations of 

managerial and non-managerial functions, 
and it is important for each individual to 

know when he is performing a managerial 
function and when he is not. 

The Importance of Managerial 

Philosophies 

Every manager makes assumptions and 

holds convictions about the way people be-

have in organizations. Sometimes these are 
explicit-"you have to keep people hop-
ping and check on them closely or they'll 
take advantage of your absence." Sometimes 
managerial philosophies are implied by the 
way that managers behave toward their 
subordinates in day-to-day relationships. Ac-
tions often speak louder than words. Even 
the manager who prides himself on being 
practical and having his feet on the ground, 
scorning any "theory of management," may 
reveal himself a philosopher about life and 
people when he has the opportunity. So 
the managerial philosophies which man-
agers hold and communicate in action be-
come well-known to people in the organiza-
tion. This is one meaning of the term "or-
ganizational climate." 

Why are these deeply held convictions 
important for a consideration of personnel 
administration? They are important because 
managerial philosophies affect organizational 
structures and the ways in which human 
resources are utilized. An authoritarian 
manager will develop a highly centralized 
organization, with subordinates expected 
to carry out his directives. A different type 
of manager will seek the ideas of his asso-
ciates on policy formulation and implica-

tion before personnel policies and proce
dures are developed. 

The purpose of this article is to consider 
alternative philosophies or theories of man

agement, with special emphasis on the tra

ditional or conventional theory of manage

ment by direction and external control, in 

contrast to a different concept of manage
ment by shared objectives and self-control. 
These are two extremes, for purposes of 

sharpening the differences in patterns of 

management. We shall consider the environ
mental forces or pressures which bring 

about changes in managerial philosophies or 
patterns, and the implications of behavioral 
science research for these management pat

terns. Finally, we shall examine possibili
ties of developing a management pattern 
for different situations, and consider some 
examples of inadequate managers. 

The Traditional Pattern of 

Management 
Management by centralized direction and 
control is probably the most frequent pat
tern of management anywhere. This author
itarian pattern has deep roots in the long 
and successful experience of such organi
zations as the church and military organiza
tions. The line of authority or command 
goes directly from the top down through 
the various layers of the organization, with 
some delegation of authority but full and 
detailed accountability up the line. At each 
organizational level, supervisors are linked 
to the next and lower levels by position 
descriptions and directives. These state
ments establish the degree of authority each 
management representative has to take ac
tion for the company. And they usually 
specify how that action shall be performed. 
All general directives received from top 
management are progressively particular
ized as they flow downward along the 
chain of command. At the work level they 
are usually specific and unconditional ord
ers. But at every organizational level they 
are designed to tell people how to carry out 
the ideas, principles, and purposes of top 
management. 

The assumptions behind this view of 
management -have been well expressed by 
Douglas McGregor, whc calls it Theo) X: 
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1 The average human being has an inherent 
dislike of work and will avoid it if he can. 
2 Because of this human characteristicof 
dislike of work, most people must be co-
erced, Controlled, directed, threatened with 
punish-nent to get them to put forth ade-
quate cffort toward the achievement of or-
ganizationalobjectives.
3 The average human being prefers to be 
directed, wishes to avoid responsibility, has 
relatively wittle ambition, wants security
above all e 

Many of the principles of organization 
which are found in the literature of man-agement are derived from these assump-

tions. Much of the early Scientific Manage-

ment movement attempted to control worker 

behavior by breaking down jobs into special-
ized elements, establishing norms of pro
duction, designing equipment so that the 
worker's pace would be more or less con-
trolled, and devising intricate systems of 
incentive wage payment to reward the 
superior workers and penalize the laggards. 
Accounting and budgetary controls were in-
tended to make sure that subordinate man-
agers did not deviate from established 
standards. Centralized organizational struc-
tures reflected these assumptions about hu-
man behavior, and the "one-man" firm was 
an extreme case. The boss never really 
trusted his subordinates. Therefore, he 
limited carefully the amount of responsi-
bility and information he gave them. 

Managing by rules and orders establishes 
a pattern of decisions for meeting most of 
the ordinary difficulties that confront sub-
ordinate managers. But, when an unusual 
situation occurs-an exception to the rule--
supervisors refer to their immediate super-
iors any matters for decision which (in their 
opi'on) are not covered by previously 
established rules. In extreme cases, such 
problems continue their way up through 
the chain of command, until they are 
brought to the attention of the top execu-
tive. He decides. 

There is much to be said for this way of 
managing. It "gets results" -at least in the 

3McGregor, [31, pp 33-34. An earlier paper of the 
same title is reprinted in Pigors, Myers, and Malm, 
[23). 

THE HUMAN RELATIONS APPROACH 

short-run when people respond to pressures 
and controls, partly out of fear of the con
sequences of not following orders. Some 
managers and management consultants, 
such as Robert McMurry, believe that 
people prefer autocratic leaders, though 
preferably benevolent ones.' 

From one point of view such subordina
tion may look like an advantage. Subordi
nate managers are not likely to make the 
kind of mistake that comes from assuming 
too much responsibility. But what about the 

situation in which a critical decision must
be made and no management representa
tive (who is available) is willing to makeit? The following example shows what can 

he. 
happen. 

A Case Example: The Cable 

Splicer's Dilemma5 

In a telephone company, during a busi
ness recession, an unconditional order had 
been issued by higher management forbid
ding supervisors to autho3rize overtime un
der any circumstances. One day, a cable 
splicer was working in a wet manhole on 
a toll cable running through marshy terri
tory near the sea. About an hour before 
quitting time, he realized that he could 
not finish the job within the regular work
ing day. He asked the supervising foreman 
whether he should stay overtime to finish 
the work. He estimated that the job could 
be completed in another 3 hours. The su
pervising foreman, having no authority to 
grant overtime, telephoned the supervisor 
of cable splicing. The latter, unwilling to 
make an exception to an order whose im
portance had been so strongly stressed, tel
ephoned the superintendent of construction, 
who told him to use his discretion. This 
"decision" was transmitted down the line 
to the supervising foreman who, however, 
still feared the possible consequences (for 
himself) of giving the order dictated by his 
own judgment. He therefore told the 
worker to wrap the splice securely and 
leave it to be finished in the morning. 

During the night, an unusually high tide 
entered the manhole, penetrated the wrap

'McMurry, (12].
 
COne of the authors learned of this case in his field
 
work with the company.
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pings, and spoiled the cable. It took several 
days to repair the damage. And the toll line 
was tied up during all that time. 

This example shows that management by 
direction and control cannot always be ef-

officient-even technically. The system 
rules and unconditional orders is devised to 
meet specific requirements. When the rule-
makers are not there to size up the situa-
tion, lower-management representatives 
fear to make exceptions even when the un-
derlying purpose of the rule (cost saving) 
might be achieved. The routine action-
which they have learned to take-supports 
the system rather than the management ob-
jectives which the system wvas set up to at-
tain. Naturally under these conditions there 
can be little sense of achievement, which is 
one of the key factors in job satisfaction for 
the subordinates. Furthermore, manage-
ment by rule stifles the initiative of subor-
dinates and reduces the possibility of inno-
vations which might increase productivity. 

A Different Concept of Management 
Experience like the cable splicer's di-

lemma under management by centralized 

controls and rules is in sharp con.rast to 

other work group experiences reported by 

skilled managers or leaders. Furthermore, 

recent social science research gives little 

support to the traditional view. A contrast-

ing theory of management is based on the 

belief that the most effective way to get 

results in any organization is to work with 

people rather than through them. The qual-

ity of the relationships within the organiza-

tion is what Mary Parker Follett, an early 

perceptive writer on management, called

"co-action," as contrasted with coercion.' 

This concept of management is not soft 
management or laissez-faire management, 
in contrast to tough or decisive manage-
ment of the traditional pattern. Neither is 
it "kidglove" management based on various 
techniques of getting other people to do 
what the boss wants them to do without 
their quite realizing that they are being 
manipulated. All of these variations on 
management by direction and control (ex-
cept for laissez-faire management which 

*Follett, (13], p xiil. 

onsimply leads to chaos) are based the 
same assumptions about human behavior 
and motivation that underlie the traditional 
theory. 

The alternative concept of management 
does not involve any abdication of manage
ment responsibility. Management is still re
sponsible for achieving organizational ob
jectives. But this pattern or philosophy of 
management makes quite different assump
tions about human behavior and motiva
tion. A satisfied need is not a motivator of 
human behavior, and too often traditional 
managers assume that the lower-level phys
iological needs which are satisfied by 
money (wages and salaries) are the prime 
motivators. But if these are reasonably sat

isfied, other needs (for safety or security, 
social acceptance by the group, and the 
"egotistic needs" for self-respect, achieve
ment, recognition, etc.) become more im
portant. When work does not provide ful
fillment of, some of these other needs, it 
becomes a punishment to be undergone in 
order to enjoy life off the job. Employees 
then tend to become "clock watchers." 

The implications of all of this for alter
native patterns of management are well ex
pressed by Douglas McGregor: 
Above all, the assumptions of Theory Y 
point up the fact that the limits on human 
collaboration in the organizational setting 
are not limits of human nature but of man
agement's ingenuity in discovering how to 
realize the potential represented by its hu
man resources. Theory X offers manage
ment an easy rationalizationfor ineffective 
organizationalperformance: It is due to the 
nature of the human resources with which 
we must work. Theory Y, on the other hand, 
places the problems squarely in the lap of 
management. If employees are lazy, indif
ferent, unwilling to take responsibility, in
transigent, uncreative, uncooperative, The
ory Y implies that the causes lie in manage
ment's methods of organizationand control 

In what McGregor calls "Theory Y," the 
assumptions about human behavior in or
ganizations are as follows: 
1 The expenditure of physical and mental 
effort in work is as natural as play or rest. 
The average human being does not inher

7McGregor, op. cit., p. 48. 
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ently dislike work. Depending upon con-
trollable conditions, work may be a source 
of satisfaction (and will be voluntarily per-
formed) or a source of punishment (and will 
be avoided if possible). 
2 External control and the threat of punish-
ment are not the only means for bringing 
about effort toward organizational objec-
tives. Man will exercise self-direction, and 
self-control in the service of objectives to 
which he is committed. 
3 Commitment to objectives is a function of 
the rewards associated with their achieve-
ment. The most significant of such rewards, 
e.g. the satisfaction of their ego and self-
actualization needs, can be direct products 
of efforts directed toward organizational 
objectives. 
4 The average human being leamas, under 
proper conditions, not only to accept butpopseekrsonii t Avon tof cep -
to seek responsibility. Avoidance of respon-sibility, lack of ambition, and emphasis on 

security are generally consequences of ex-
perience,not inherenthuman characteristics,

exrcie areltivly5 Tht caaciy igh5 The capacity to exercise a relatively high 

degree of imagination, ingenuity, and crea-
tivity in the solution of organizationalprob-
lems is widely, not narrowly, distributedin 
the population, 
6 Under conditions of modern industrial 
life, the intellectual potentialities of the 
average human being are only partially 
utilized! 

These assumptions lead to a managerial 
approach which emphasizes the principle 
of mutual responsibility and shared objec-
tives. They recognize the fact of interde-
pendence in human organizations. To re-
peat, management under these assumptions 
is not "soft" or laissez-faire. High standards 
of performance are expected. But a mini-
mum of external controls and incentives is 
supplemented by self-imposed controls, by
enlistment in organizational goals, and by a 
high degree of self-diiection. An imrzrtant 
way to attain cooperative action is through 
discussion, at all levels, of company objec-
tives and sub-objectives. When such objec-
tives are understood and accepted, a tight 
system of externally imposed controls be-
comes unnecessary. "Management by ob-

McGregor, op. cit., pp. 47-48. 
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jectives and self-control" is the way Peter 
Drucker has described this approach.! Con
flicts may still persist, but they tend to be 
less disruptive of organizational effective
ness. 

Under these conditions, a high degree of 
organizational authority can safely be dele
gated, and organization structures tend to 
be "flat" and decentralized. In such a sys
tem, management representatives at all 
leve' (and sometimes even rank-and-file 
employees) are expected to use their own 
judgment, within the scope of authority 
which corresponds to their organizational 
function. This system is not "democratic" 
in the sense that managing is done by ma
jority vote, but it is "participative" in the 
sense that superiors seek out their subordi
nates' ideas and opinions of proposed 
courses of action before a decision is made.However, top management still makes all 
official decisions for the organization as awhole. At each organizational level the per
so in ahori ating accont of 
son in authority-after taking account of
the experience and ideas expressed by hisassociates-is accountable for making the 
final decision. 

In summary, the essential differences be
tween the traditional and the alternative 
theories of management are in assumptions 
about human behavior and in the conse
quent differences in leadership patterns and 
organizational structures. There is no dif
ference between the theories in the final 
responsibility of management. 

The Range of Possibilities 
The traditional pattern of management and 
the alternative concept can be considered 
as points at each end of a continuum
ranging from little or no participation in 
decision-making by subordinates at one ex
treme to considerable participation at the 
other. Rensis Likert has listed twelve de
grees of participation, ranging from "no 
information given to employees, either 
about the current situation or in advance of 
proposed changes," to the other extreme: 
"leader and subordinates functioning as a 
group tackle the problem and solve it, us
ing the best available methods for group 

ODrucker, [11, Chapter 11. McGregor, op. cit. gives 
an example of management by objectives in Chapter 5. 
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functioning."'" The reader may be able to 
fill in the other degrees from his own ex-
perience or deductive reasoning. 

As we shall see, there are a number of 
pressures pushing management away from 
authoritarian direction and control, even 
though admittedly this sometimes works. 
How rapidly can a management move from 
one extreme to the other: from Theory X 
to Theory Y, from little participation to 
much participation? If the manager has a 
choice, it is well to move gradually, for 
abrupt changes in managerial philosophy 
and practice arouse suspicions, doubts and 
even resentments. Subordinates who have 
lived under authoritarian managers for a 
long time are not likely to believe that such 
a manager can "change his spots" over-
night. A short step in the direction of more 
participation will be more eff-. ive than 
introducing full participative management 
at once. A new manager is under somewhat 
less of a handicap than an old one trying to 
change his patterns of behavior with his 
own subordinates, but both face the task 
of changing behavior slowly. The manager, 
new or old, who barges in and "demands 
cooperation or else . . . ." is not likely to 
get it. A number of behavioral science 
sbdies bear this out, as we shall see in a 
later section of this article. The important 
question for management is: in which di-
rection are we moving on the continuum of 
managerial theory -'rphilosophy? And any 
movement has to start with the top man-
agement, which increasingly faces pressures 
for change. Unless top management takes 
the initiative, little change is likely to occur 
in most organizations.' 

e 

I0Likert, op. cit., pp. 242-43. 

"For a specific report on the experience of one com-

pany's effort to develop "management by integration 
(Theory Y), see: Kuriloff, [141,and self-control" 

pp. 8-17. 

Implications of Behavioral Science 
Research for Management 
The pressures which tend to push authori
tarian management in the direction of the 
newer concept of management ("Theory 
Y") are reinforced by research on the be
havior of people in organizations. Within 
the past ten years there have been an in
creasing number of research reports which 
cast doubt on the effectiveness of the tra
ditional theories of management.' 

Among the most important studies are 
those done by the Institute of Social Re
search at the University of Michigan, under 
the direction of Professor Likert.' These 
are not isolated studies; they have been 
conducted in a variety of industries such as 
insurance, automobiles, heavy machinery, 
public utilities, railroads, chemicals, deliv
ery service, and others. They have covered 
many thousands of emf'oyees from un
skilled workers to scientists in research lab
oratories. Some of the significant findings of 
this research group include the following: 

There are significant differences in the 
leadership patterns t;fsupervisors of high
producing groups and those of low-produc
ing groups. The former tend to be "em
ployee-centered"--concentrating their at
tention on the human aspects of their 
subordinates' problems and on building ef
fective work groups with high performance 
standards. The low-producing supervisors 
are more production-centered, using pres
sure to "get out the work" but neglecting 
some of the human problems of their work 
group. While both types of supervisors en
force the rules, arrange work, and make 
work assignments, the employee-centered 
supervisors recommend promotions, trans
fers and pay increases, inform their sub

ordinates about what is happening in the 

company, keep them posted on how well 
tho.y are doing, and hear complaints and 

more often than the productiongrievances 
one company,centered supe visors. In 

Likert, op cit.; McGregor, op. cit;2OExamples are 
(241; Whyte, 1251; Zalez-Chris Argryis, [41; Bakke, 


Pik, Christenson, and Roethlisberger, [26].
 

-'These are reported in Likert, op. cit.; and also in two 

of his earlier articles reproduced in Pigors, Myers, and 

cit., under the original titles, "Motivation:Malm, op. 
The Core of Management" and "Measuring Organiza

tional Performance." 
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when high-production managers were ships developed by the foremen's effective 
switched to low-production divisions, they leadership. 'a 
raised productivity of these divisions faster Superiors at all levels in an organization 
than the former high-production divisions generally underestimate the extent to which 
slipped under the low-production managers, their subordinates believe the "boss" un
who continued the job-centered and close derstands their problems. In one study, 
supervision, people at different levels were asked how 

Freedom to set one's ouil work pace is well they thought their superior understood 
directly related to productivity. Contrary to their problems, and, in turn, how well they
,he widespread impression that people will thought they understood their subordinates'
"goof off" and slow down in their work un- problems. Of the men in the work group, 
less a supervisor is breathing down their only 34 per cent said their foreman under
necks, these studies found that departments stood their problems, but 95 per cent of 
in which men feel most free to set their these same foremen stated that they under
own pace have above average productivity, stood the men's problems well! Again, only 
while those in which men feel least free to 51 per cent of these foremen said their own 
set their own pace have below average boss (the general foreman) understood the 
productivity. The pace of work may be nrst-line foreman's problems well, but 90 
controlled by the machine in repetitive per cent of the general foremen asserted 
operations, but in many other types of jobs they understood the foreman's problems
it will vary with the employee's ability and well. Finally, when the general foremen 
will to work. "M'inagers who achieve high were asked how well their superior in man
performance in their units accompanied by agement understood their problems, only 
a sense of freedom supervise by setting 60 per cent gave a favorable replyl A simi
general goals and objectives and providing lar finding was made in the power plants 
less specific direction than do the managers of a public utility; the higher levels of 
of low-producing units . . . They use more management always said they sought their 
participation and achieve higher involve- subordin-,tes' ideas much more frequently 
ment, greater interest in the work, and than the subordinates said their superiors 
more responsibility for doing it than do the asked for their ideas. Thes, studies illus
low-producing managers."' These findings trate the well known gap between down
apply with even more force to supervisors ward communication and upward commu
themselves, in relation to their superiors in nication in an organization. Actions speak 
higher management, and to scientists in louder than words. 
research laboratories. Pressure through traditionalmanagement 

The greater the supervisor'sskill in using methods will bring impressive short-run re
group methods of supervision, the higher stilts, but at a cost in the dissipationof the 
are the productivity and job satisfactions of human resources of the organization. Par
his subordinates' ideas suggestions, he ticipative methods enhance human re
will benefit most from frequent meetings sources for longer-run gains. This was 
with his subordinates on work-related shown in a year's experimental study of 
problems. This was shown clearly in inter- 500 clerical employees in four divisions 
views with non-supervising employees in which were similar in organization, tech
a large public utility. Other studies of nology, work, and employee attitudes. Be
group loyalty indicate that the group will fore and after measurements of productiv
restrict work and output if it rejects su- ity, employee attitudes and supervisory 
pervision and company goals, but that gen- behavior were carefully made. In two of 
erally high group loyalty and pride are the four divisions, supervisors were trained 
associated with high productivity. "The in participative management methods; 
willingness of the groups with high peer- while in the other two there was an increase 
group loyalty to help one another seems to in closeness of supervision and centraliza
come from better interpersonal relation- tion of decision-making. These were. called 

*Likert, op. cit., pp. 20-21. 23Ibid. p. 3. 
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the "hierarchically-controlled;" the first 
two divisions were "participative." Now for 
the results: 

All four divisions knew that management 
sought an increase in productivity through 
a reduction in the number of clerks in each 
division. Clerks in the participative divi-
sions took part in the decision to reduce 
the work force, while the managers of the 
hierarchically-controlled divisions were or-
dered to cut staff by 25 per cent through 
transfers and not replacing persons who 
left. As might be expected, the flat order 
did result in a 25 per cent payroll reduc-
tion. The participative groups achieved 
only a 20 per cent reduction during the ex-
perimental year, although the better of the 
two groups achieved as much as the two 
hierarchically-controlled groups, while staff 
in the other participative division (which 
had earlier been the poorest of the four be-
fore the experiment began) was reduced 
by only 15 per cent. There were other sig-
nificant differences, however. "The produc-
tivity increases in the hierarchically con-
trolled program were accompanied by shifts 
in an adverse direction in such factors as 
loyalty, attitudes, interest, and involvement 
in the work. Just the opposite was true in 

' ' 
2the participative program. Thus at the 

end of the experimental year, the people in 
the hierarchically controlled groups were 
resentful toward management, their super-
visors, and the high producers; some had 
quit in disgust. In other words, the human 
resources of these divisions were being dis-
sipated, ind productivity would very likely 
begin to fall (although the experiment was 
not continued long enough to test this con-
clusion). Possibly something like this hap-
pens when a manager "gets results" by 
pressure over a time span of a year or two, 
then moves on through a promotion or 

overtransfer while a new manager takes 
his old job and finds he has inherited a 
sullen and resentful work force. Building 
productivity through participative meth-
ods is a longer process; but likely to be 
more lasting. 

0 * * 

1Ilbid., p. 65. This experimental study is reported in 
detail in Morse and Reimer, [271. 

Developing a Management Pattern 
Much of what we have reviewed in the pre
ceding sections suggests the need for a dif
ferent concept or pattern of management 
which is consistent with the findings of be
havioral science research, as well as with 
the variety of external pressures on manage
ment to move away from traditional con
cepts. But we have noted earlier that there 

manare a number of possible patterns of 
agement, which can be represented as 
points on a scale or a continuum. One pos
sible continuum, showng seven stages 
ranging from more use of authority by the 
manager to a greater area of freedom for 
subordinates is presented in Exhibit I. 

The place where a particular manager or 
supervisor is on this continuum depends on 
a number of factors. First, his own value 
system as reflected in his confidence in his 
subordinates, his leadership inclinations, and 
what Tannenbaum and Schmidt call his 
"tolerance for ambiguity" as opposed to the 
certainty of rules and procedures, will af
fect where he is. Second, his own subordi
nates may behave in certain ways, partly 
because they have developed patterns of be
havior to fit their boss or the situation and 
partly because they have certain values 
themselves (scientists differ from workers 
on the assembly line). Third, factors in
herent in the immediate situation may affect 
the managerial pattern. For example, if the 
organization is large and geographically
dispersed, possibly more centralized con
trols will be necessary than in a small re
search organization. Research organizations 
are also dependent upon considerable shar
ing of information: this is less hue of a rou
tine clerical operation or one which has 
been computerized. Finally, the pressure of 
time and the need for rapid decision-mak
ing may inhibit the degree of participation 
that can be permitted at a particular mo
ment. 

These factors have led to the suggestion 
that "sensitive flexibility" is needed in ex
ecutives, who must strike a balance be
tween different styles of management.' Cer
tainly flexibility is desirable, but it should 
be in response to an awareness of the fac

wJennings, [291. 
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Boss- Subordinate
centered centered 

leadership leadership 

Use of authority 

bytemngrArea 
of freedom 

~for subordinates 

t 
Manager 

t 
Manager 

t 
Manager 

t 
Manager 

t 
Manager 

t 
Manager 

t 
Manager 

makes "sells" presents presents presents defines permits 
decision decision. ideas and tentative problem, limits; subordinates 
and an- invites decision gets sug- asks group to function 
nounces it. questions. subject to gestions, to make within limits 

Exhibit 1 
change. 

Continuum of Leadership Behavior 
makes de-
cision. 

decision, defined by
superior 

tors at work in a particular situation and of self an authoritarian personality. He has 
how the manager can effectively operate in limited his flexibility.
this situation. As Tannenbaum and Schmidt It is also important to ask: over the long
have observed: run, in which direction is the management
"The successful leader is one who is keenly of an organization likely to move on the 
aware of those forces which are most rele- scale? This will be in response to the long
vant to his behavior at any given time. He run changes which are likely to occur in the 
accurately understands himself, the indi- internal and external environments, rather 
viduals and groups in which he operates, than as a result of the factors in the par
and certainly he is able to assess the pres- ticular situation of the moment. We believe 
ent readiness of growth of his subordinates that a preponderance of these changes in an 
... the successful leader is one who is able increasing number of organizations is forc
to behave appropriatelyin the light of these ing managers to move in the direction of 
perceptions. If direction is in order, he is management by shared objectives and self
able to direct; if considerable participative control. But the road will be long, with 
freedom is called for, he is able to provide intermediate stages on the way. Meanwhile, 
such freedom."' there will continue to be managers with the 

In other words, management strategies philosophy of Benjamin Jowett, the famous 
may change with the needs of the particular Master of Balliol College at Oxford during
situation confronting the manager. If his the early part of this century. He explained
assumptions about human behavior grow his methods of administration in the follow
out of a belief in management by shared ing words: "Never retract, never explain.
objectives, he will have the flexibility to Get it done, and let them howl." 
move along the scale-even to using direc
tive methods when the situation requires it, • 
as in an emergency or crisis. Under these 
circumstances his subordinates are more Summary
likely to accept a firm hand at the helm. In this paper we have considered the im-
But the manager whose rigid pattern is one portance of managerial philosophies and 
of centralized direction and control restricts contrasted the traditional theory of manage
himself to the left end of the scale in Exhibit ment by direction and control (Theory X)
I, either because he lacks confidence in the with the newer concept of management by
potentialities of his subordinates or is him- integration and self-control (Theory Y).

These can be considered as points on a scale 
'Ibid., p. 101. The view that some people want dlre- or a continuum. An important question is:
tlive.leadership is supported In research by Vroom, in what direction is management moving? 
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It is possible to move in either direction, 
and there are clearly situations in which 
management by direction and control is 
necessary. But a number of environmental 
pressures, as well as the findings of be-
havioral science research, tend to call for 
more management by 3hared objectives of 
participative management. The appropriate 
strategy of management at any one time 
must be based on an awareness of the forces 
present in the particular situation. 

Whatever the pattern, the essence of good 
management is getting effective results with 
the cooperation of other people. This simple 
truth emphasizes the overriding importance 
of the personnel function in management. 
And the pattern or philosophy of manage-
ment which permeates any organization has 
a profound effect on how this function is 
organized and carried out at all levels of 
management from the top down. 
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ARE YOU WASTING
 
BRAINPOWER?
 

If, when you hire a man, you get nothing 
more than a pair of hands, your labor costs 

by Carson E. Johnson aregoing to seem inordinately high. You can't, 
of course, force your employees to offer you 
the benefit of their brainpower as well as 
their muscles - btet you can show them how, 
and make it well worth their while to do so. 
How to do this - how to use the techniques 
of "creative management" - is the subject of 
this article by Carson E. Johnson, practising 

AN INVENTOR of a new machine industrialpsychologist. 
wanted to set up an assembly line 
to make his product. Unfortunately 
for him, he was opurating in a dis- These men are among the highest- munity and for his own satisfaction? 
trict where cost of labor was con- paid workers in the world-in terms Or is the early invesbnent wasted 
sidered prohibitively high. No firm of take-home pay- but they have by the tendency still to use human 
would take on the task at the price the lowest labor cost per unit. No beings as though they were pack
the inventor offered. His estimate one in any country where they have horses - even though pampered 
was that the machine could be pro- sold their product (and their market packhorses? 
duced for $15,000 - or less. Every isworld-wide) has been able to corn- It's obvious, but it cannot be said 
firm he approached said, "It can't pete in price, too often: A man is more than his 
be done". muscle-power. Even though he is 

But the inventor was not to be Expense or Investment? engaged in cleaning the factory 
beaten. He hired a production man There's no doubt about it, labor floor, he can evolve a way in which 
and set up his own assembly line. is expensive. But whether this ex- to do his work with the least possible 
Labor was hired at the current high pense is a crippling disability for expenditure of movement and ma
rate. But before going into produc- your company or a valuable invest- terials. It is a truism that no one 
tion he called the workers together ment depends not a little on what knows more about his particular job 
and put his cards on the table. you're buying with your labor budg- than the man who is doing it. But is 

"I have a suggestion for you," he et. To put it baldly, are you buying management cashing in on the 
told the assembled employees. "If manpower or horsepower? whole man? Has anyone ever sug
you can make this machine for From the moment a baby is born, gested to the sweeper that it would 
$10,000 I'll give 50 cents for every we Canadians devote a tremendous be worth his while to come up with 
dollar you save under that figure. amount of thought and money to de- some labor-saving method? Or is 
Now,go to work. Every practicable velop its physical growth and men- management content to regard a 
cost-cutting idea you devise will be tal maturity. From this intense con- man as, in effect, a mechanical work 
to your own advantage as well as unit and forget that behind the 
mine." cern with education and physical hands there is a guiding brain-a

brain which often could offer ideas 
That manufacturer is nw turn- wellbeing, there emerges a man or 

ing out machines at a cost of $5,000 woman who becomes one of our that would make a valuable con
each. The 65 men and one foreman working force. tribution to the running of the busi
working on the production are tak- What happens after this? Is the ness? 
ing home a bonus of $2,500 for every man on the job encouraged to give The opening story in this article 
machine manufactured, his best in the interest of the corn- is not an isolated case. There are 
Reprinted by permission from Canadian Business, Volume 28, No. I(January, 1955), 24-26, 105. 
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many more, some even more start-
ling. For example, one of the major 
railways was told by a professional 
engineer that conversion of one of 

its locomotive workshops to handle 
diesel repairs would take three 
years. A group of employees dis-
agreed. Within six weeks, working 
on their own time, they produced a 

new plan, including a working 
model, which was approved and 
implemented successfully. 

Whether or not employees are 

going to come up with ideas like 
this depends on management. And 
management is not the only party to 
benefit-or if it is, employees won't 
be having brainwaves for long. 
What inducement can be given to 
employees to offer ideas to manage-
ment knowing their suggestions are 
welcomed, and rewarded both finan-
cially and in terms of personal satis-
faction and prestige? 

The Right Approach 
The answer lies in the term, cre-

ative management. This phrase is 
used by industrial psychologists 
to describe an attitude precisely 
opposite to that summed up in the 
words "You're paid to work, not to 
think". But creative management is 
not the prerogative of psychological 
experts-though put :into practice 
it employs devices thought out and 
tested by psychologists. 

Creative management encourages 
and teaches its employees to think. 
It makes use of techniques which 
have proved successful in producing 

ideas; which demonstrate clearly to 

that their ideas are con-employees bdasnagent.
sidee valuablteir 
sidered valuable by management.Creative management is an attitude 

life examples of the results of these 
methods. 

s Develop a critical attitude in 

your employees. Everyone can be 

more creative iii his thinking when 
he develops a critical attitude. Both 
management and labor should be-

come familiar with the idea that 
everything-from the sweeping of 

factory floor to the routine in the 

president's office-can be done a bet-

ter way. 

0 Teach scientific methods. 
When employees first learn the 

scientific method of approaching a 
problem, they are confused by find-
ing that there is no pat answer to 
any situation. It requires almost a 

month of twice-weekly exercises in 
creative thinking before the average 
group of human beings responds 
with a steady flow of ideas. 

A group of men, faced with a 
problem of increasing sales of their 

products, were unable to advance 
more than one or two workable sug-
gestions. After six weeks' training in 

creative thinking, the problem was 

presented to them again. This time 
they produced over 80 suggestions, 

WHAT CAN YOU DO? 

What are the techniques of 

creative management? Psy-


chologist Johnson sums them 
up as follows: 

* Develop a critical atti-

tude in your employees 
Teach a scientific meth-
ad of approach to prob-bn 

whc rdcsa e-lemsniomn 
wichtoepo ugestnironment f Provide access to us-
tile to employee suggestions. 

attitude be able knowledgeHow can this 
• Develop critical judg-achieved? It has long been accepted 

that thinking is an art. Today it ment 
0 Teach use of "delayedhas been realized that the average 

can be trained to use to best thinking"man 
* See that psychologicaladvantage his latent ability to pro-

duce constructive ideas. Here are barriers are removed 
incen-some suggestions, based on success- 0 	 Give employees 

tives to think,fully-applied techniques worked out 
by psychologists, on how to encour- 
age your employees to think. The 
illustrations we have given are true-

many of which were subsequently 
used. Fear of making a mistake was 

lessened, and ideas poured forth. 

One idea led to another as the 

"group spirit" developed, and the 

participants realized that what may 

start as an apparently wild idea may 

often be modified or combined with 
others by free discussion. 

* Provide access to usable 

knowledge. Usable knowledge will 

best be acquired by solving prob
lems that you or your men provide. 
This is the only way in which your 

employees can learn anything of 

lasting use and value. Accretion of 
useless information causes frustra
tion and mental indigestion. Yet 
many employee-training programs 
fall down because the knowledge 
offered is not integrated with a real 
problem. Instruction may present 
the highest and purest truths, but if 

the men return to their work with an 
unconstructive attitude, nothing has 
been gained from instruction. 

Employees taught creative think
ing techniques must practise on sub
jects that are familiar to them. If, for 

instance, you manufacture furniture, 
put your men to thinking about a 
better layout for your factory, or the 
designing of a better piece of equip. 
ment for some particular job. Best 

results yet gained by this method 
have come when workmen were di
rected to study a specific problem 
connected with the tools they used. 

es

pecially successful was composed of 

store managers. Each man was 
asked to suggest how he could low
er his payroll costs without increas-

One such group which was 

n h oko n mlyei i 
ing the work of any employee in his 
stote or cutting down on service to 

the public. 
This called forth another tech

nique -"brainstorming". This is a 
process of group-thinking. Group
thinking is not discussion. Brain
storming is pure creative thinking. 
Each man in turn gives a hypo
thetical answer to the problem at 
issue. Around the table, in order, 
each offers the wildest or sane., 

idea he can conceive until no one 
has any further suggestions to offer. 



All ideas are recorded without criti-
cal comment. No one is allowed to 
comment on any idea while the 
"brainstorm" is on, although he may 
add a modifying idea to one already 
on the record, 

Amazing results emerge from use 
of this technique, for ideas are cross-
fertilized when people think in 
groups. It is important to remember, 
though, that discussion or criticism 
at this stage will tend to destroy 
creative thought by making the 
thinkers clam up lest they be ridi-
culed. Brainstorming is called by 
psychologists "controlled use of the 
imagination." 

One such brainstorming group 
was faced with the problem of 
breakage of bottled goods by de-
livery men, customers and store em. 
ployees. During the session, this 
group produced 35 ideas for cutting 
down breakages by drivers; 35 for 
eliminating customer breakages; 
and 27 for those caused by store em-
ployees. Not all these suggestions 
held under subsequent critical ex-
amination; but implementation of 
four or five of the better ones in each 
area led to significant breakage re-
duction. 

a Develop critical judgment. 
When all possible creative ideas 
have been brought out, critical 
faculties are brought into play. 
First the group rules out all impos-
sible ideas. Each suggestion is tested 
against previously proved fact or 
experience to see if it is workable. 
Next all the feasible ideas are 
studied by the group. 

(It is interesting to note that after 
the brainstorming period few of the 
participants are able to remember 
who was responsible for which idea. 
This happy fact eliminates much 
personality conflict and assures bet. 
ter participation in carrying out the 
newly-designed method.) 

* Teach the use of "delayed 
thinking". Many creative thinkers 
use the "delayed method" of think-
ing, that is, use of the subconscious 
mind in the solution of problems. 

A technique has been developed 
to get the most out of this method. 

THE HUMAN 

Many good executives plan far 
ahead on problems by first putting 
down all the known factors con-
cerning it in a notebook. They out-
line the problem, what they want to 
accomplish and a few tent:ative 
solutions. They date the entry and 
put the book away. From time to 
time they take out the notebook and 
add more tentative solutions. Ideas 
may come while engaged in all sorts 
of irrelevant occupations, but all are 
carefully noted in the little book. 
When the time comes to face the 
pyoblem, the complete answer has 
often already been found, 

0 See thatpsychologicalbarriers 
are removed. Everyone has block-
ages which prevent clear thinking 
-perhaps social bias, prejudice or 
teaching. With some people, this is 
emotional in effect; in others it shows 
itself in wrong assumptions or pre-
conceived ideas which wil not fit 
into an already-iormed conception 
of truth or fact and thus prevent 
arrival at workable answers. Such 
psychological barriers can be over
come by proper counselling from a 
trained psychologist. A man who has 
come to know himself better 
through testing or discussion-will 
overcome, unaided, many barriers 
which he formerly dreaded. Minor 
difficulties yield to his own efforts 
after some of the major ones have 
been revealed. Aptitude and ability 
tests encourage men to face new 
problems-to take a positive ap
proach to life. 

* Give men incentive to think. 
Systems have been devised to make 
men work harder and expend much 
physical effort. Where motivation 
for creative thinking is needed, there 
must be a favorable environment for 
thought as well as incentives for ex
pending energy in thinking and 
and working. Suggestion systems are 
a must, as is some method of re
warding employees materially as 
well as in prestige. 

An industrial engineer and a 
trained psychologist can work to
gether to create the environment 
most fertile for creative thought. 

Whether you employ two men or 
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a thousand, you should employ their 
minds as well as their muscles. An 
expert cannot do the thinking for 
your employees - but employees 
can be encouraged to emulate' his 
critical approach to problems and 
his belief that there is always a bet
ter way to do any job. When work
ers have learned this attitude from 
an industrial engineer, you have 
gained more than if you hire care
fully-insulated business experts on 
a permanent basis. 

There is sometimes a dread in the 
minds of workers that they may 
think themselves out of a job, but 
this fear is in fact chimerical. Un
employment is not caused by en
hanced productivity otherwise we'd 
all be out of jobs by now, for pro
ductivity has increased a thousand
fold in the past century. The only 
fli the pas c nr then 
way that Canadians can raise their 
standard of living is by increased 
productivity. And the key to this 
may well lie in creative manage
ment. 
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Application to health, social welfare, and family planning 

Work for health/social welfare/family planhing inevitably involves contacts 

with clients. Persons doing home visiting, registering clients at the clinic, or 

teaching new clients are all having contacts with people. Skillful work in such 

situations requires that each client be treated as a person; his unique problems 

and situation must receive sympathetic attention. The health/social welfare/ 

family planning worker who does this will probably have the following quali

ties: 
(a) 	 She likes her job and is committed to the program. 

She believes that her ideas and opinions have been considered in set
(b) 

ting up the work arrangement. 
She feels that she has the freedom and responsibility to use her judg(c) 

ment in handling problems.
 

(d) 	 She freely exchanges ideas with her supervisor, who considers her sug

gestions seriously.
 
She makes friends with the clients and remembers them when they


(e) 
return 	to the clinic. 

expected have the followingThe poor white-collar worker may be to 


characteristics:
 
(a) 	 She dislikes her job and does it only for the money. 

(b) 	 She treats all clients alike, in a mechanical fashion; she remains insen

sitive to individual differences and needs. 

(c) 	 She is often absent or tardy. 
She is cold, officious, and bureaucratic in her contacts with people,(d) 	
showing more concrm for following the rules than for serving the cli

ents. 
(e) 	 She accepts orders from her supervisor without comment, meanwhile 

feeling that her supervisor does not understand her problems. 

She is often absent from work, is chronically late, and leaves work as
(f) 

as possible. Only the watchful eye of the supervisor keeps herearly 

attendance within acceptable bounds.
 

the above, the 	characteristics of goodAccording to readings presented 
worker performance are those associated with the human relations (theory Y) 

approach to personnel management. Moreover, the characteristics of poor 

those associated with the authoritarian (theory X) approach. If
workers are 

this is correct, one must conclude that the present tendency to manage health/
 

social welfare/family planning workers by authoritarian methods encourages
 

poor worker performance and low 	productivity. Major improvement in per

could result from the introduction of more human rela
sonnel performance 

tions elements.
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Questions for discussion and exercises 
1. In some health/social welfare/family planning programs each worker is 

assigned a quota of visits or adopters she must obtain each month. Is this a 
theory X or theory Y policy? How could it be modified to contain a stronger 
human relations element? 

2. Many health/social welfare/family planning programs pay their workers 
on a "piece rate" basis: they receive a small base salary and an additional pay
ment for each visitor or new acceptor they recruit. Is this basically a theory X 
or a theory Y policy? How could it be modified to incorporate more of the 
human relations approach? 

3. A major problem of services at clinics is that the workers are bureau
cratic, harsh with patients, and neglect to tell the patient everything he or she 
needs to know in order to carry out the prescribed treatment. Do you think 
this is a direct consequence of the fact that the system is authoritarian? What 
human relations actions could be taken to improve the quality of service? 

4. In most family planning programs of the world there is a tremendous 
gap between the expressed attitudes of the public toward family planning, 
which are favorable, aiid the low level of actual practice. This could be stated 
in another way: to date the productivity of the family planning program has 
been very low. Low productivity, according to the readings, is associated with 
authoritarian personnel policies. Do you think this is a partial explanation ef 
this problem in family planning? 

5. Both of the readings emphasized the importance of encouraging workers 
at all levels to contribute ideas for improving their productivity. Do you think 
health/social welfare/family planning programs in your community are "wast
ing the brainpower" of their employees as the reading by Carson E. Johnson 
suggests? Do you think a system-wide campaign to obtain recommendations 
from the workers on improving their work, followed by an implementation of 
the best of them, would result in a marked improvement of service? If so, how 
would these organizations set about doing this? 



ChapterTwo
 

THEORY OF ORGANIZATION AND MANAGEMENT
 

Personnel management concerns itself with individual workers. It thus con

trasts with the field of organizational management, which views the firm as a 
are only replaceable parts.functioning machine in which individual people 

Organizational management deals with strategies and plans for preserving the 

well-being of the corporation, the government, the department, or other for
the forest, whereas personnel managementmal organization. It focuses on 

tends to be concerned about the individual trees. When people refer to "man

agement training" they usually are referring to organizational management 

and not to personnel management. In fact, organizational management is the 

major field for study in all programs of training for administrators-be they 

business administrators or public administrators. Personnel management, by 

contrast, tends to be a secondary course, taken after the principles of orga

nizational m-inagement have been mastered. 
The present book has been assembled, in fact, because of the relative 

neglect of personnel management in the field of white-collar employment, 

compared with the great emphasis upon oroanizational management. Never

theless, it would be unrealistic to forge ahead through the following chap

ters, each dealing with a particular set of personnel management problems, 

without first placing the whole process in its proper context of organizational 

management. The present chapter, therefore, takes time out to take a brief 

overview of organizational management and to link it to the work of per

sonnel management. 
a context of organizational plans and ar-Personnel work takes place in 

rangements. The firm is divided into departments and divisions; it has its 

roster of officers and officials whose duties are defined in manuals and memo

randa. Almost never does the personnel manager himself have power to 

18 
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change these organizational structures; he must accept them and try to carry 
out his work within the given framework. Nevertheless, he must be sensitive 
to the organizational context. Not infrequently poor organizational manage
ment creates personnel problems which will remain chronic until an actual 
reorganization takes place. At such times, the personnel manager can be an 
important resource if he is well trained in general (organizational) manage
ment theory. Even when there is no crisis, the personnel manager is better 
able to do his job if he appreciates the design and philosophy of the orga
nization, and the strategy which its top officials have for directing it. It is 
therefore essential that the personnel manager possess a good background of 
organizational management theory. It is beyond the scope of this book to do 
more than provide a brief orientation in this direction. 

The present chapter, therefore, is only a quick overview and not a com
prehensive treatise. It is presupposed that many readers already have received 
instruction in organizational management theory or have a good grasp of the 
organizational structure and philosophy of management of their own orga
nizations. The function of the present chapter is only to summarize the body
of principles very briefly, thus establishing a context for the specific person
nel tasks which are to be taken up in later chapters. 

Because the book is intended primarily for those interested in personnel 
administration for health, social welfare, family planning, and the other white
collar personnel, the chapter emphasizes improving the efficiency and quality
of service rather than making a profit. In selecting the materials for this chap
ter several considerations were kept in mind. First, it was desired to give the 
chapter a general theoretical flavor, which the first article seeks to do. Next 
it was desired to point out that general management theory has made efforts 
to incorporate the human relations perspective, introduced in Chapter One. 
This has taken the form of "systems of management" which have been popu
larized under code names. MBO (Management by Objective) is one such sys
tem, introduced in the first article. The second article provides insights about 
some of the questions which arise when the human relations approach is intro
duced as a part of management policy. 

One of the essential activities which personnel -ianagers-as well as all 
other administrators-perform is the coordination and scheduling of many di
verse but interrelated activities, so that each part of the total task gets com
pleted with a minimum of waiting time for laggard units to contribute essen
tial elements. PERT, discussed in the third reading, is a management system 
intended to accomplish this. It was included in this chapter because it intro
duces an essential set of problems and an outline for solving them. The final 
reading returns to MBO and catalogues a lengthy list of errors which are most 
commonly committed when the human relations approach is introduced into 
an organization as a part of general management policy. 
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AN ESSAY ON FORMAL ORGANIZATION 

Donald J. Bogue 

Definition. A formal organization is a group of persons who are so closely 

linked to each other by an explicitly stated set of rules and procedures for the 

performance of a particular objective or set of objectives that the entire group 

is officially recognized as a distinctive unit in the n.ional or communal social 

structure. Factories, retail stores, churches, elementary and secondary schools, 

colleges and universities, hospitals and all of the departments, divisions, 

branches, or offices within national, provincial, or local governments are exam

ples of formal organizations. The dividing line between formal (or "enacted") 

organizations and informal (or "crescive") organizations is that the former 

are based on formally declared charters, constitutions, articles of incorpora

tion, licenses, ordinances, or other public declarations of association according 

to explicitly recorded procedures or rules, whereas the latter are based on 

generally accepted but unrecorded arrangements. Formal organizations usually 

have a legal status, which gives them special privileges as well as public obli

gations which informal organizations lack. Professional societies, labor unions, 

political parties, social ciabs, avocational groups or charitable enterprises 

which have been incorporated or legally licensed are also formal organizations, 

although their membership may be widely diffused. 

Formal organizations have certain physical characteristics which help to 

give them visibility and continuity. They usually have a headquarters office 

which controls and administers the group activity. They may own property 

or collect money, and engage in operating substantial physical facilities such 

as factories, stores, branch offices, or service outlets. Usually all or some of the 

or other benefits from their participation.members receive a salary, wage, 
In addition to legal or other official documents which authorize the forma

tion and functioning of an organization, the organization itself develops by

laws, manuals of operating procedure, and prescribed arrangements for accom

plishing the organizational goals, which serve to regulate the relationships of 

the participants. 
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I 

Internal Structure and the Principle of Authority 

The persons who are incorporated into a formal organization are not a 
chaotic, undifferentiated mass. Instead, each is related to every other accord
ing to a prescribed pattern. Each of the activities which the organization is to 
perform is explicitly defined and limited in scope, then assigned to a person or 
group of persons to perform. The role of each person in each group, and the 
interrelationship of the activities and the groups are also explicitly defined. 
Underlying this process is the famous "division of labor" principle-greater 
efficiency and effectiveness can be achieved by subdividing a total task into 
discrete parts or steps, then assigning individuals specialized tasks to perform. 

In order to coordinate the activities of the specialized workers, some meth
od of control and direction is required. The classic way of accomplishing this 
integration is through a system of stratified authority. "Authority" is the 
power, invested in a person, to require compliance (within limits prescribed 
by rules of procedure) of a set of designated individuals who perform a parti
cular assigned task or function in the organization. Persons who hold such 
authority are themselves held responsible by persons higher in the organiza
tion who exercise even more authority. This builds a "pyramid of manage
ment" in which a very few persons at the top wield great authority and a great 
many supervisors (quasi-managers) at the bottom wield only a small and 
limited authority. Each division of labor or breaking of the overall task into 
its specialized components is parallelled by the assignment of a management 
position to each component. These management positions are then arranged 
in a logical hierarchy of authority and status. Rules, regulations and proce
dures are established that prescribe the responsibilities and duties of each 
manager and his position within the pyramid. This establishes a "pecking 
order," a chain of command among managers. 

Thus, classic organization theory stresses layering of formal or enacted 
authority based on procedural rules and institutional decrees. This calls for 
tight controls, formally stated policies and procedures, and the expectation 
that individuals will comply with the requirements of the system, regardless 
of the individual needs of the persons involved. Figure 1 is a schematic "orga
nization chart" which illustrates the layering principle. This chart is intended 
to emphasize that the organization chart which may be drawn up by a parti
cular organization is only a specific application of a general system of layering 
of authority. At the lowest level are the "first line supervisors" who oversee 
the work of groups of employees. Usually these employees are engaged in 
similar tasks or have as their objective the performance of a given function or 
conduct of a particular process. Sometimes they serve a particular clientele or 
service a given geographical area. The workers in each unit respond only to 
instructions given by their immediate supervisor. 



Figure 1. SCHEMATIC ORGANIZATION CHART ILLUSTRATING THE LAYERING PRINCIPLE 
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Groups of supervisors are themselves supervised or managed by interme
diate level administrators. The units of the lower level are grouped together in 
terms of some broad set of principles also (similarity of work, similarity of 
purpose or objective, similarity of clientele, geographic proximity, or other 
criteria, taken either singly or in combination). Each grouping is declared to 
be a "department," "section" of the whole, and an intermediate level admin
istrator is placed in charge of it. 

Departments, branches, or sections may themselves be grouped into fewer 
larger units which may be called "divisions," "subsidiaries," or "districts." The 
criteria for this grouping may be those listed below or additional ones that are 
meaningful in the particular organization. Sometimes a division may have a 
single branch or department or it may have more, as illustrated in Figure 1. An 
upper level administrator is placed in charge of each of these divisions. 

Staff functions. The hierarchy of managers that oversee the major activi
ties of the organization-the purposes for which it was created-are called 
"line" officers. In addition, there are other activities which serve to keep the 
organization functioning smoothly but which are not related directly to the 
main activity. The managers who oversee these activities are called "staff" 
officers. Operating a restaurant for the employees, maintaining a medical of
fice to care for injured or sick workers, and operating a personnel office to 
employ workers are examples of staff positions. 

A major staff function is accountability. Large and complex organizations 
must provide special arrangements for maintaining accountability. Financial 
transactions; purchase, storage, and delivery of materials; inspection of pro
ducts for quality, and other accountability procedures may be placed in the 
hands of a separate division which has authority to function in its restricted 
sphere in all lower levels of organization. This is illustrated in the right-hand 
division of Figure 1. Thus, there may be two parallel hierarchies: one for line 
and one for staff functions. The line organization is much larger and usually 
carries more prestige than staff positions. 

Top management. Above the upper level of management are the top man
agement officers of the organization: the chief administrator and his deputies. 
This is the "peak of the organizational pyramid." The deputies usually have a 
sphere of authority over particular functions or activities which may be rele
vant either in particular divisions or in all divisions. In Figure 1, there is one 
such officer for line and one for staff functions. 

Organizations may differ in the number of layers, the number of units 
placed on each layer, the functions assigned to each unit on each layer, and 
the type and amount of authority given to the persons who head the units on 
the various layers. An organization with only one or two layers is said to have 
a more "horizontal" system of organization, while one with many more levels 
of management is said to be "vertical" or very hierarchical. 
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The patron saint of classic theories of formal organization is Max Weber, a 

German sociologist of the nineteenth century. Weber regarded formal author

ity of the type exercised by managers in formal organizations as the distinc

tive cohesive force in modern society. In order to accomplish large tasks in

volving complex technical activities it is necessary to have large numbers of 

workers each assigned to a specific specialized duty. By e.stabhshing a separate 

administrative system whose function it is to supervise or manage the work of 

individuals, and by controlling it in such a way that it meets the objectives of 
can 	be made coherent andthe organization, this mass of specialized effort 

channelled into the desired result. He used the term "bureaucracy" to identify 

this 	separate administrative system. Its principal characteristics are as follows: 

(a) 	 Authority is arranged in a hierarchy and follows the division of labor 

chain. 
(b) 	 The chief function of the bureaucracy is to preserve the institution. 

(c) 	 Relationships between the members of the bureaucracy are imperson
governed by rules and regulations.areal, detached, or official and 

(d) 	 The roles or activities of individual workers, both in the productive 

chain and in the administrative bureaucracy, are sodivision-of-labor 
specialized and explicitly delimited that when individuals drop out of 

the organization replacements can be substituted without serious dis

ruption. 
The internal structure of a bureaucracy is expressed in its clearest and 

purest form by the "organization chart," of which Figure 1 is a prototype. 

II 

The Classic View of Management and Administration 

Each of the boxes in an organization chart is expected to be filled by an 

incumbent, who is known as a "manager," "administrator," or "official." The 

effectiveness and efficiency which the structure outlined in the organization 

chart actually attains is determined, in large part, by the behavior of the 
"managers" or "administrators" who occupy the positions specified in the 

organization chart and exercise the authority which goes with the position. A 

body of theory, knowledge, and principles about this aspect of organization 

gradually is accumulating. To many sociologists and psychologists it is an im

of research. In schools of business administration, public adminportant area 
istration, education administration, health administration, and welfare admin

istration it is a key discipline which is taught as a system of guidelines, princi

ples, 	or even rules. Among some of the theorems which are widely accepted 

are the following: 
1. Definition offunction. Each unit in the organization must be explicitly 

possible its activities should be
defined and delimited in scope. Insofar as 
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unique and non-duplicative of the activities of any other unit on the same 
level of authority. 

2. Chain of command. The amount and scope of power and authority 
should increase at each higher level in an organization in comparison with 
lower levels. 

3. Unity of direction. The authority of an administrator on a particular 
level is limited only to particular designated units at lower levels. Subordinates 
at lower levels ar. under no obligation to obey the commands of senior offi
cials whose chain of command lies in another department or division. 

4. Span of control. The functions which are given to a particular unit 
Lhould be of sufficient quantity and variety to keep the incumbent fully and 
profitably occupied. However, they should not exceed in number and com
plexity the capacity of a well-qualified incumbent to perform them. There is 
a limit to the number of different functions a single official can administer, to 
the number of subordinate officers whose work he can perscnally direct, to 
the total number of managerial transactions he can perform per working week. 

5. Rationalexchange. An organization which has been enacted on the basis 
of careful definition of functions, specification of chain of command, unity 
of direction, and delimitation of span of controls is one that has been formu
lated on the basis of rational calculations made according to knowledge of 
human capacities and capabilities. Each person in the management hierarchy 
will rationally perform his duties in exchange for the rewards he receives. 

6. Motivation. If appropriate rewards (salary, prestige, benefits) are offered, 
qualified persons can be induced to perform the prescribed work in exchange 
for the rewards'. The classical theory assumes that workers are pniarily moti
vated by economic rewards. Material rewards should be tied as closely as possi
ble to work effort. Pay should therefore be on merit of performance. The unit 
of time for which pay is given should be as small as possible. The ultimate ideal, 
where possible, is piecework wages in which pay is directly dependent upon 
the actual amount of work accomplished. From this point of view, manage
ment or administration consists largely of overseeing a system of rational ex
change between the formal organization and its members in accordance with 
rigorosly defined rules. By administering the rules impartially and justly, and 
by proportioning the amount of reward to the amount and quality of the as
signed work, the entire system is made to function. When he accepts the posi
tion and the reward offered by the organization, the manager is expected to 
assume the functions of his office-a set of duties which he is expected to 
perform loyally, even under circumstances of stress and duress. 

The general principles stated above have found their purest expression in 
military organizations, especially before World War II. They have been adopted 
or adapted by business corporations, government departments, educational 
institutions, corrective and public service institutions, and many others. 
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III 

.Internal Stress in Formal Organizations 

The ideals of efficiency to which the classic theory of organization aspires 

are seldom, if ever, fully achieved in reality. Organizational plans which look 

splendid on paper often turn out to be fiascoes when put into practice. On the 

other hand, some organizations which would appear to be very haphazardly 

organized show great productivity. The critical difference appears to lie in the 

presence or absence of internal stress between the managers and their workers 

and among the various managers themselves. 
managers, enforcing the rules for attaining the organizationalFor some 

goals may become an end in itself. Instead of achieving coordination and inte

gration, the various departments or branches of the organization may com

pete with each other, or their managers may try to impede each other's work. 

The entire organization may desert its original goals, and may devote most or 

all of its energies merely to maintaining its existence and keeping its members 

employed. Preserving one's position in the hierarchy of authority (or climbing 

higher within it) may motivate individual manager's actions more thaneven 
loyal and efficient performance of duties. Authority and power may be 

wielded in such a way that their exercise maximizes the personal reward to the 

incumbent rather than maximizing service to the public or other organiza

tional goals. Instead of being impersonal and rational, interaction between 
personal likes or dislikes. To the extentofficials may be guided by intense 

that these stresses develop, worker morale tends to sag, turnover tends to be 

high, creativity and initiative decline, and the capacity to handle crisis situa

tions is dissipated. 
Organizations enacted and administered along strictly classical lines are so 

of these ailments that terms such as "bureaucracy,"prone to one or more 
"administrative channels," and "company policy" have become stereotyped 

for mindless enforcement of rules, needless procrastination andsynonyms 
delay, refusal to act on the basis of petty and inconsequential deviations from 

customary practice, and lack of justice to the individual worker or concern 

about the effect of administrative behavior upon the individual worker's atti

tude toward his work and the organization that employs him. 

IV
 
Informal Organization
 

Numerous researchers over the past quarter-century have demonstrated 

that the members of formal organizations invariably react to the formal 

authority structure and its rules by a gradual development of an informal pyr

amid. Within the context of the formal division of labor and management they 
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establish unwritten but generally accepted principles and rules of conduct and 
work. They strengthen or weaken the enforcement of particular company pol
icies. They influence managers and administrators to apply the rules differen
tially, and they develop traditions and precedents which managerial incum
bents sometimes dare not countermand. They develop policies concerning 
how much information and what types of information can be transmitted as 
feedback to their supervisors and thus to higher echelons. In some cases, this 
informal organization may be highly functional in promoting the declared 
aims of the organization. Perhaps equally as often it is organizationally dys
functional and developed primarily to protect the individual workers from the 
frustrations and indignities of the extreme dependence and subordination 
demanded by a classic authority system -especially when there are few other 
safeguards against excessive use of authority and power. Mass aggression, 
regression, and anomie are other reactions which can develop as organizational 
diseases spawned and supported by informal organizations within the institu
tion. Apathy, absenteeism, withholding of information, minimal cooperation, 
or transfer of enthu ;iasm and energies to activities unrelated to work are other 
by-products of internal stress and dysfunctional informal organization.

When these ailments strike, classical managers typically react by tightening 
up the structure, enforcing the rules even more rigidly, replacing permissive
"employee-oriented" administrators with those more "company-oriented," 
and tightening the flow of communication so that it conforms more narrowly 
to the chain of command and unity of direction principles. Under these con
ditions, communication tends to be from-the-top-down, with less feedback of 
information from-the-bottom-up. 

Not infrequently the informal organization that develops within an organi
zation is rationalized around cliques or competing factions, each struggling to 
maximize its power or goals at the expense of other cliques or individuals. 
These cliques may be integrated around racial, ethnic, religious, political, edu
cational, occupational, or other lines. 

Management and administration of formal organizations must come to ac
knowledge the existence of informal organizations as an overlay or external 
ornamentation of the formal structure. They must deal with them as a funda
mental fact of administrative life. The extent to which they can be rendered 
functional from an organizational point of view is a measure of the managers' 
administrative sophistication and skill. 

V
 
Defects of Traditional Management Theory and Practice
 

The above description makes it clear that as they actually exist, typical for
mal organizations are based upon three organizational subsystems: 
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(a) 	 A technicalsubsystem-the scientific division of labor, the assembly of 

technical knowledge and skills needed in order to accomplish the task. 

(b) 	An administrativesubsystem-the system of authority which manages 

basic policies and procedures and coordinates the functioning of the 

technical subsystem. 
(c) 	 A social subsystem-the network of human relationships that develop 

among the human beings who must cooperate to perform the work of 
the organization. 

A major failure of the classical theory of management is its failure to acknow

ledge and take account of the third of the above subsystems. In many respects, 

the premises upon which the traditional bureaucratic pyramid is built are 

inconsistent with the social values of the human beings who are employed 

within them. The pyramidal principle is not invalid; it is only incomplete. 
When exercised in a mechanical way, it tends to coerce human beings in ways 

which are dysfunctional for the organization itself as well as for the individual 

employees. It is a basic misconception of classical organization theory that a 

human being can be directed and controlled as if he were simply a special type 

of machine-a logical and programmable instrument for performing a specified 

job-and that his emotions can be ignored: 
The organic quality of the human being is not considered; his capa

city to grow and to adapt to change does not enter into the equation of 

management. The organization suffers not only through loss of human 

potential for growth but also through the rigidity that evolves from the 

constraining pressures of bureaucracy. Through inflexibility and lack of 

human growth, the organization loses its ability to cope with the chang

ing forces of an inconsistent world. 1 

This defect of the traditional management approach manifests itself in 

many ways and at all levels of authority. Workers at the bottom of the pyra

mid tend to acquire brute passivity. Bored and frustrated, they develop an 

attitude of apathy and a feeling of alienation from the organization. They 

communicate these emotions to each other and thereby reinforce and legit

imate them. The social subsystem that develops is typically "anti-establish
ment" at the bottom of the pyramid. 

Toward the top of the pyramid the defect manifests itself in other forms. 

Since rewards (and punishments) flow from the top downward, the managers 

seek 	to maximize their rewards and minimize their punishments. They behave 
in ways which will gratify their superiors, minimize challenges from their 

equals, and cause their subordinates to be loyal to them. "Don't make waves," 

"Give the boss what he expects," and similar rules-of-the-road for upwardly 

mobile bureaucrats create an atmosphere of fear, submission, and not taking 

risks. The traditional management system stifles creativity, bold action, fresh 

IArti" H. Kuriloff, Organizational Development for Survival (New York: American 

Management Association, 1972), p. 19. 
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thinking, and honest assessment of and dealing with reality among the middle 
and 	upper levels of management. 

Because these defects of the classical school of management have become 
glaringly apparent, new schools of management theory are being developed. 
One 	classification of these schools is as folows: 2 

(a) 	 Management process school: management is a process of planning, 
orpgnizing, staffing, directing and controlling. 

(b) 	 Decision theory school: management is a process of decision making; 
analytic techniques cai make each decision a more rational selection 
among alternatives. 

.(c) 	 Mathematicai school: mathematical models can simulate actual oper
atioti of organizations -and inciease understanding of -management 
problems and the forces involved. 

(d) 	 Empirical school: the study of real management cases gives a broad 
experience which can be applied in new situations. 

(e) 	 Social system school: an understanding of hcw social groups interact 
can help solve problems of getting people to work together to attain 
organizational goals. 

(f) 	 Human behavior school: an understanding of how individuals interact 
in group situations (behavioral science) can help solve problems of get
ting people to work together. 

These schools disagree in many ways, but all tend to concur in one premise:
modern management requires that the defects described above be reduced by 
some procedure for taking into account the existence of the social subsystem. 
Somehow it must be modified so that it reinforces and complements the tech
nical and administiative subsystems-rather than sabotaging them. All of the 
schools, but particularly the last two in the above list,.have incorporated a 
great deal of social science theory and research as a major modifier of classical 
organization theory. We have called this the "human relations" or "social sci
ence" element in management theory. 

The importance of taking into account the human nature of workers has 
resulted in the development of practical "packages" ofmanagement practice 
based upon sociology and behavioral science. One of the better known and 
more widely accepted of these is a program called Management by Objec
tives-MBO. This is a management theory based upon the principle that each 
worker should work in terms of the objectives of the organization after parti
cipating in the establishment of those objectives. Instead of the old-fashioned 
chain of command, with orders descending from the top downward, MBO 
calls for a more open kind of management, in which managers at all levels join 
in the planning of policies, goals and action plans. This policy allows the cre
ative potential of all levels of managers and supervisors to be tapped. Manage

2See Harold Koontz, Toward a Unified Theory of Management (New York: McGraw-
Hill, 	1964). 



30 READINGS IN PERSONNEL MANAGEMENT 

ment by objectives includes the principle that the individual worker should be 

involved in his own management, and should be helped to grow and to attain 

higher levels.of achievement. In consultation and agreement with his manager, 

practical and attainable levels of attainment (objectives) are set in a way that 

will enhaice the capacity of the subordinate. In this way, even the lowest level 

of worker may participate in the establishment of management policy and 

company goals. In many cases the traditional pyramid form of organization is 
sets ofdiscarded for a "management matrix" system in which two or more 

managers (technical managers and project managers) jointly exercise responsi

bility for coordinating work to attain particular objectives. This human rela

of the newer systems of management is consideredtions component of some 
to be such a revolutionary set of ideas in traditional companies that it can be 

instituted only by a gradual process which may require the participation of an 

external expert to teach managers its use and to counsel and coach them 

through the transition. The process of transition from the chain-of-command 

to the MBO or other social science approach to management has come to be 

termed "organizational development." 3 

VI
 
Worker-Management Conflicts of Interests
 

the tradi-Despite their apparently diametrically opposed orientations, 


tional and the human relations approaches to management share one common
 
that there is a community of interest between
element. They both assume 


approaches differ radically in
management and workers. Although the two 
•
their prescription. on how to attain high productivity and efficiency, both 


that the best interests of individual workers and the organization are
assume 

not basically inconsistent. Both assume that the workers concur that the
 

charter of the organization is legitimate and tfiat the system of authority in

stalled to oversee the production workers is acceptable to the workers. The
 

classical theorists believed that "what isgood forthe company is good for the
 

workers." The behavioral science approach to management modifies this phi

losophy only slightly: "An arrangement that is best for both the company and
 

workers can be arranged." This latter group believes that most problems of
 

can be traced to outmoded administrative practices. Once manmanagement 

agers and workers understand that both are human beings with many needs
 

which cannot be satisfied by salary alone, major management problems will
 

disappear. 
A school of sociologically-oriented theorists which has termed itself "struc

turalist" challenges this underlying assumption. These critics maintain that it 

Kuriloff,3A comprehensive" statement of this approach is contained in Arthur H. 
York: American Management Associa-Organizational Development for Survival (New 


tion, 1972).
 

http:levels.of


THEORY OF ORGANIZATION AND MANAGEMENT 31 

is factually incorrect to assume congruity of interests between workers and 
managers. In many areas (especially in the realm of income) they insist that 
the interests of the workers run counter to the interests of management and 
that no amount of infusion of MBO, job enrichment, or special communica
tion programs can alter this fact. 

The structuralists suggest that the Human Relations approach did 
not provide a full view of the organization and that its partial view favors 
management and misleads workers. The structuralist sees the organiza
tion as a large, complex social unit in which many social groups interact. 
While these groups share some interests (e.g., in the economic viability
of the corporation) they have other, incompatible interests (e.g., in how 
the gross profits of the organization are to be distributed).... The var
ious groups might cooperate in some spheres and compete in others, but 
they hardly are or can become one big happy family as Human Relations 
writers often imply. 

Two groups within the organization whose interests frequently come 
into conflict are management and the workers. This is largely because 
management's effort to get him to work is basically alienating to the 
worker. There are many ways to make labor more pleasant, but none to 
make it satisfying in any absolute sense.... 

To be sure, the Human Relations approach has indicated some ways
in which the resulting frustrations might be reduced, but, the. struc
turalists insist, there are sharp limits to the degree to which this can be 
achieved.... Workers, it is suggested, spend much of their working day 
in a semi-conscious delirium, dreaming about their major source of 
satisfaction, the post-work day. 

By providing an unrealistic "happy" picture, by viewing the factory 
as a family rather than as a power struggle among groups with some 
conflicting values and interests as well as some shared ones, and by 
seeing it as a major source of human satisfaction rather than alienation, 
Human Relations comes to gloss over the realities of work life. 4 

The structuralists point out that the behavioral science approach has a dis
tinctly pro-management bias and that the findings of psychology and sociology 
can be used by them to manip-ulate the workers to favor the interests of the 
corporation. In many instances, it is contended, the programs are outright
deceptions-workers do not actually participate in setting objectives and mak
ing decisions, but are only involved in ceremonial meetings whose major
objective is to create the illusion that they are. They assert, that sometimes the 
best interests of the workers, of management, or of both are best served by
outright confrontation, and that conflict is sometimes desirable in order to 
eliminate intergroup (management-worker) arrangements which cannot be 

4 Amitai Etzloni, Modem Organizations (New York: Prentice-Hal. 1964). on. 41-43. 
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patched up by behavioral science bandages. Labor unions, the structuralists 

remind us, do not necessarily lose their appeal for workers when modem 

systems of management based upon behavioral science are instituted. 
It is not correct to equate the behavioral (Human Relations) approach 

simply with trying to make workers "happy," as in the Etzioni exposition 
oncited above. This approach is roundly attacked by the leading experts 

behavioral management. 5 Whereas the behavioral approach tends to have a 

pro-management bias, at least some of the structuralist writings have an equally 

strong pro-worker bias and hence are not necessarily more objective or scienti

fic. Nevertheless, a balanced approach to the study of formal organizations 

should include an awareness and appreciation of the criticisms which the 

structuralists make of the behavioral approach to the study of organizations. 
It is difficult to accept seriously the so-called structuralist approach as a 

separate "school of thought" in the field of organization study. The scientific 
study of formal organizations is far from complete, and will continue to bene

fit from the participation and contributions of all social science disciplines, 

from anthropology to psychiatry and even including history. Instead of cre

ating a new discipline, the structuralists have made an important contribution 

to a pre-existing one which, simply because it is growing and improving, need 

not change its name. The concept of a "human relations" approach to social 

organization is capable of subsuming the structuralists' insights, rather than 

the reverse. Only when it adopts an extreme position about the role of man

agers in organizations, such as those held by anarchists or Marxists, does the 

structuralist approach to organization seem sufficiently distinctive to treat it 

as an alternative set of theories. 

VIII 
Personnel Management and Management Theory 

Because of the widespread recognition of the human element in manage

ment, the staff function of personnel management has assumed much greater 

importance in modern management theory than it occupied in the traditional 
of the managerial task is now acknowledged toWeberian system. Much more 

be the management of human beings as human beings, rather than as robots. 

Most management theories do not discard the classical principles of the man

agerial pyramid; they simply try to minimize the dysfunctional human behav

that such pyramids often engender. A first step in this direction is toior 
understand what motivates workers to work. Once the forces which motivate 

5 One outstanding critic of the "happiness" approach is a leading behavioral theorist, 

Frederick Herzberg, who is most impatient with those who equate the two. See his article 

"One More Time: How Do You Motivate Employees?" which is reproduced in Chapter 3 
of the present volume. 
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workers to perform more efficiently are understood, the problem remains of 
harnessing these forces in practical management programs that are effective in 
particular organizations. 

With this rise in the importance of personnel management has come a sig
nificant change in the professional status of personriel managers. Instead of 
merely a high-grade clerk who takes care of the pet-y administrative details 
which accumulate because of human frailties and inabilities of individuals to 
fit into the system devised by the corporate managers, the personnel manager 
now is an essential part of the accountability function. He helps set and main
tain standards of quality in the exercise of management. He helps establish 
management policies that are based on research in the behavioral science of 
work. He has professional management skills which other managers in the sys
tem need to be taught. 

In order to perform these higher duties properly, the personnel manager 
must be schooled in the theories of behavioral science and sociology in addi
tion to the more traditional subjects of business administration and public 
administration. He must keep abreast of a steady flow of research literature on 
the. social science aspects of work and apply it to the needs of his own organi
zation. The function of personnel management, in short, is rapidly becoming 
another field of applied sociology and social psychology. 
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MBO:
 
What's in it for the
 
individual?
 

Ethan A. Winning 

Many organizations that have introduced management by objectives 

(MBO) have assumed that achievement of objectives per se is motivation 

for the individual-but this assumption lies behind the failure of many 

MBO programs. An awkward number of individuals still ask, "What's in 

this for me?" For that reason, this writer believes that achievement of ob

jectives is not a motivator unless it is linked to a reward system. 

The rationale of organizations adopting MBO is this: Achievement is a 

motivator; meeting objectives is achievement; the' efore, meeting objec

tives is a motivator-something satisfying to a person. The problem lies 

with the defining of achievement and motivation. In their dictionary of 

psychological and psychoanalytical terms, English and English define 

achievement as "success in bringing an effort to the desired end." In this 

case, who is stating what the desiredend is? Usually, it is the organization; 

even when the individual has a say in the definition of the goal, it is ex

ternal to that person. And achievement has quite a differe it base from 

motivation, which English and English describe as "the general name for 

the fact that an organism's acts are partly determined in direction and 

strength by its own nature ...and/or internal state." What is motivating 

to an individual is, then, determined by the individual. What is achieve

ment to an. individual is shaped by external forces-the supervisor, the 

Reprinted by permission from Personel,Volume 51 (March-April, 1974), 

51-56 
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organization, for example. And how does the individual know he has 
achieved? He may have a sense of achievement, but it is the external re
ward for attaining the desired end that overtly tells him that others rec
ognize his achievement-an essential condition to his internal motivation. 

In other words, MBO without tangible rewairds is MBO in a vacuum. 
Rewards are tangible referents by which the individual can measure 
whether or not, and how much, he has achieved, grown, and been recog
nized. Motivation depends on how well an individual's needs are met. If 
achievement is one of those needs, the individual may be motivated by
his own sense of achievement, but if his sense of achievement depends 
on confirmation by the rewards he receives for meeting objectives, then 
he will need the rewards, both as confirmation and as a device to measure 
how well he has achieved. 

What is needed is a greater incentive for the individual to set and meet 
objectives, to be fully involved in MBO as a process. MBO is usually 
thought of as a program, and a program has both beginning and end. The 
fact that most MBO programs do have an end-die a natural death-may 
point to the underlying flaw in hypotheses companies have about MBO 
and what the individual will attain from them. The incentive should 
meet the individual's needs, the driving forces that propel (motivate) an 
employee toward a goal that is most often self-centered, rather than com
pany-oriented. 

Because motivation is internal, it is difficult to ascertain, but achieve
ment is external to the individual, and achievement can be measured. 
MBO is a system for measuring achievement, or at least it can be. By it
self, it may satisfy only the organization's needs. It may aid in planning. 
It may help in assessing productivity, costs, overhead, and so on. If it 
doesn't satisfy individuals' needs, however, in the long run MBO won't 
work for the organization, either. MBO with a reward system is a viable 
approach to meeting corporate needs and individual needs, to meeting 
the terms of the company-employee "psychological contract." 

In an MBO/Rewards system, what rewards? 

There are, of course, a number of different incentive or reward plans, 
the success of which is dependent on the type of organization involved. 
One of these incentive systems, piecework or commission, predates MBO 
by several decades. Another, the bonus, goes at least as far back as Bob 
Cratchit's Christmas turkey. Last, we have a percentage system; it may 
be a percentage of salary increase based on productivity, or a percentage 
based on sales, or profits. 
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moreThe idea behind piecework was to get the employee to produce 

by paying him in terms of the number of items he produced. It is still a 

practice, especially in textile, electronics, and other assemblycommon 
is usuallyline industries. The commission, one step above piecework, 

paid in sales areas, the salesman reaping a percentage of the sales he has 

generated. One step further is, of course, salary-plus-commission. These 

three (two-and-a-half?) systems have one common underpinning: The 

individual is rewarded, or paid, according to his own productivity. 

Is the piecework or commission system a good one? To the extent that 

both have at times excluded other motivational factors, no. To the extent 

onthat both place the responsibility for productivity the individual, yes. 

The individual sets his own pace and in doing so has set. certain objectives 

within corporate standards to be met. Both systems are MBO approaches 

without being labeled as such. 

The bonus is probably the oldest form of incentive system, and is cur

rently particularly popular at upper-management levels. The bonus is 

based on an individual's present salary, his status in the organization, his 

or the company's profit picture. It is an incentive. but itproductivity, 
loses much of its motivational impact because it is too far separated in 

retime from performance, or it may be given across-the-board without 

gard for individual productivity. 

Moreover, its impact is limited; it does not reach far enough down into 

to affect the middle- or lower-level employee. Thus,the organization 
no bonus feels that he is doing thethe lower-level employee who gets 

"real" work, while upper-management reaps a percentage of the profits 

the employee has been instrumental in attaining. If such is the case, why 

should the lower-level employee write objectives and try to meet them? 

He may do it because he has been told to, but he will really want to write 

and meet objectives only if there is something in it for him, a tangible re

ward when the goal has been reached. 

If the bonus is given once a year, then how does one sustain the mo
amentum to reach the desired goal? Perhaps the bonus will have to be 

large one, or perhaps it should be given out several times a year-for in

stance, at the end of every objectives-review period. If a bonus system is 

used, it should be related to objectives and based on productivity. For 

that matter, all incentives should be based on productivity, or value to 

the c6mpany. If bonuses are handed out across-the-board, they will 

satisfy only a few, and may actually demotivate those who feel that they 

have been more productive than others who are receiving the same re

ward. 

Some of the defects of a bonus system may be avoided in a percentage 
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system, which, all in all, is probably the most palatable and most pro
ductive when combined with MBO. The percentage of salary (perhaps 
with an upper limit of 25 percent and a lower limit of 5 p!rcent) would be 
entirely an individual matter. The employee's performance, and only his 
performance, would. be the basis for such a reward. His performance 
would be measured by how well he met the objectives that he was com
mitted to and had contracted for with his supervisor. Since objectives can 
be set for anyone at any level in the organization, all employees could 
benefit from such a program. Moreover, since a manager is supposed to 
be in control of his organization and his subordinates' reaching or not 
reaching their objectives will reflect on his abilities, it is a fair system to 
use in both the evaluation of the manager's performance and his reward. 

A percentage increase of salary can be seen as a type of bonus, but it is 
more specific and does not have some of the drawbacks of other bonus 
systems. It is related only to the individual's performance and on what he 
has agreed to attain, and the distance-in-time objection can be eliminated 
if it is tied to fairly short-tern objectives, if, for example, objectives are 
set on a quarterly basis, and percentage increases are given (or not given) 
at those intervals. 

The problems of an MBO/Rewards system. 

There is no question that there are negative aspects in all incentive sys
tems, and they are complicated by problems inherent in MBO. The first 
question that comes up is that of the negative incentive, the reduction in 
salary or the loss of bonus because the employee hasn't met objectives. 
In theory, if an employee is to be rewarded for meeting objectives, then 
there should be Areduction or withdrawal of the reward for not meeting 
them. In practice, though, the theory should probably be "bent," so 
that there is always some percentage increase of salary, perhaps a cost of 
living increase. If an employee does meet objectives and gets a 20 percznt 
salary increase, the employee who does not meet his objectives should re
ceive a ninimal increase at least for his effort to meet objectives. 

There are some who would go so far as to give an individual a de
crease in salary depending on the degree to which objectives were missed, 
and in an "entrepreneurial" context, this might be acceptable: If the indi
vidual had total control over his environment, the staffing, the budget, 
and the way the organization operated, like the self-employed business
man, he should expect to reap the profits, but he should also expect to 
take any loss, too. Setting objectives is a tricky business, however. Con
trol of conditions is difficult enough at upper levels and sometimes 
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nonexistent at lower ones. There, aside from external determinants of pro
an individductivity-the market, raw materials, and the like-much of 

ual's achievement may be contigent on that of others inside his company. 

If a reduction in salary were to be imposed, in part because of factors he 

could not control, the employee's reaction to MBO/Rewards would be

come evident in a number of ways: He would set easily attainable goals; 
be counted being attainablehe would argue that no objective can on as 

in present-day circumstances; he would set objectives having due dates 

months past the times when they can be achieved; he might reduce the 

number of his objectives; or he might just plain balk. 

Overcoming the drawbacks in an MBO/Rewards system 

Assuming that an MIBO/Rewards system is decided on, how can these 

problems be solved? First, as is customary in MBO, objectives are set by 

the supervisor and employee together, to reflect the unit or corporate ob

jectives. Ultimately, it's the boss's responsibility to see that objectives 

are reasonable and feasible, with dates that are neither too far off 

too close, and that the number of objectives is realistic. 

Second, the number of objectives, their timing, and their rationale 

should all be open to later negotiation and adjustment. Since it is diffi

cult to fix objectives because of the control factor, the objectives should 

be flexible; the MBO process should allow for the changing of objectives 

when circumstances change beyond the employee's control. 

Third, if the reward for performance is assured, the employee will 

probably want to achieve more than easy objectives. Of course, the 
"too easy,"supervisor or manager should not accept objectives that are 


but he should not agree to too-difficult objectives, either.
 

To sum up, the points made here are these:
 

* MBO without an incentive program is a system without sound foun

dation. 
* The individual is self-centered and needs a reward in order to meet 

management's expectations of him. 

* There are three types of incentive systems that may work along with 

MBO and make MBO a stronger tool. 

• The positive aspects of MBO/Rewards outweigh the negative. 

• The negative aspects of MBO/Rewards can be handled. 

A crucial step in the MBO process is the discussion between super

visory and subordinate in setting objectives, a discussion that should 

include both the definition of responsibilities and a definition of expecta

tions. Expectations are more than objectives. They are statements of 

c 
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desired behavior of both supervisor and subordinate. While the super
visor has expectations of the employee in terms of productivity and 
performance, the employee has expectations of the supervisor in terms 
of directon, support, training, and so on. If he is to achieve objectives 
that are aligned with corporate or unit goals, then he must be given 
the opportunity to explain what he needs from his supervisor in order 
to meet those goals. And the expectation of the company that he wi.! 
meet those goals will be considerably more realistic if the employee him
self has the expectation of a tangible reward if he does meet them. 
"What's there in it for me?" is a very human question. 
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PERT-Its Promises 
and Performance 

Peter P. Schoderbek 

OR the smooth functioning of modern com-
plex industrial society new management 

planning and control techniques have recently 
one of the betterbeen introduced. Of these, 

useful, and now widely acceptedknown, more 
is PERT, an acronym standing for Prcgram 
Evaluation and Review Technique. 

From its inception in 1958, PERT (origi-

nally developed by the Navy for the aero-

space industry) has aroused widespread i' ter-

est in the business community and has won 

willing acceptance by a growing segment of 

private industry. For years industry had been 
more realistic and more sophisticatedseeking 

approaches to the conventional managerial 
functions of planning and control. Here final-

ly was a technique designed not only to im-

prove project planning and control of the 

most varied and complex proportions but 

also one which has actually proven its ability 

to do so. So successful, in fact, has the Defense 
Department found this technique that it now 

requires all prime contractors to use it. 
From the United States PERT has moved 

into Canada, crossed over into Great Britain 

and the European continfint, and penetrated 
behind the Iron Curtain. The Canadian Gov-
ernment also now requires many of its contrac-

other similar methods.tors to use PERT or 

About the Author-

Dr. Schoderbek is Assistant Professor of Managf.-
ment at the University of Iowa. He received bache
lor's ind master's degrees from Pennsylvania State 
University and a doctorate from Michigan, where here
%as formerly an instructor in this School and a 

earch associate in the Bureau of Industrial Relations. 

Although Great Britain began using PERT 
only a few years ago, their enthusiasm for this 

method has already been felt throughout West

ern Europe where they are promoting and en

dorsing this technique. 
Thr real value and importance of PERT, 

however, can probably be more justly ap

praised by the extent of its adoption by those 

corporations not contractually obligated to 

use it. In the past several years, industrial ap

plications have appeared at an ever increasing 
rate so that PERT is now no longer solely 

used for complex industrial and defense proj

ects but is employed also by small firms for 

such tasks as book publishing, house building, 
theatrical production, marketing, and making 

organizational changes. 
That PERT is already revolutionizing the 

planning and control function of management 
in many industries is a phenomenon familiar 

to many. Yet as the technique matures 

through imaginative use and guided experi
mentation, the added refinements that are 

bound to result will help usher in the day of 

the automated control system whereby man
more an operatingagerment will become even 

reality rather than a textbook ideal. Herein 
lies PERT's long-range value to society. 

Historical Development of PERT 

In 1957 when Morgan R. Walker of E. I. 

du Pont de Nemours & Co. and James E. 
Kelley, Jr. of Remington Rand introduced 

the network method of depicting the project 

Reprinted by permission from Michigan Business Review, Volume 17, No. 1 (January, 1965), 25-32. 
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plan and of supplying tin"i estimates for the 
completion of each job segment, it became 
possible to identify the job parts which were 
critical for the completion of the over-all 
project. This method became known as the 
Critical Path Method (CPM) and is the civil-
ian counterpart of PERT. 

In January, 1958 Willard Fazar of the Spe-
cial Projects (SP) Office of the Navy Bureau 
of Ordnance, together with representatives of 
the consulting firm of Booz, Allen, & Hamil-
ton, and of Lockheed Missile Systems Division 
began the development of a network system 
for managing the Fleet Ballistic Missile 
(FBM) program. They originally named their 
network system the Program Evaluation and 
Research Task-later changed to Program 
Evaluation and Review Technique. They 
developed this technique because, with ad-
vances in technology, the complexity of the 
Navy weapon and support system had in-
creased significantly. The research and devel-
opment and the actual production and installa- 
tion of the above-mentioned systems had also 
assumed prodigious proportions. Since some 
2,000 contractors were involved in the FBM 
program, a new managerial technique was evi-
dently required to integrate the major program 
tasks upon which so many subordinate ones 
depended. 

While the list of PERT users is growing 
rapidly, most users are in the two major areas 
of application-research and development, 
and construction. The use of PERT in the 
construction industry is especially appropriate 
since the myriad requirements, related inter-
dependencies of projects segments, and the 
over-all coordination needed in this industry 
fit nicely into the PERT framework. It is 
interesting to note that for the 1964 World's 
Fair almost all of the major exhibitors have 
used the network approach for planning, 
scheduling, and controlling progress on the 
projects. Although the construction industry 
uses the Critical Path Method (CPM), there 
is essentially little difference between it and 
PERT. PERT uses three time estimates-the 
Optimistic Time, the Most Likely Time, and 

the Pessimistic Time-while the CPM utilizes 
only one time estimate-the Expected Time. 

The Basics of PERT 
As originally conceived, PERT's prime ob

jective was to provide management, through 
an integrated system of forced planning and 
evaluation, with on-the-spot control at any 
point in time and at the proper organizational 
level. A notable weakness of many current re
porting tools is the time lag in the reporting 
of timed data and the evaluation of the possi
ble effects of such belated data on the success
ful outcome of the project. With PERT, how
ever, it is possible to observe the effects of 
any one activity upon the total performance. 
Because PERT is a dynamic reporting tool, it 
can call attention to trouble spots requiring 
immediate remedial decisions if deadlines are 
to be kept. This progress reporting can be 
done as often as management desires, al
though many users have found a bimonthly 
report sufficient. 

PERT highlights critical activities with the 
end result that trade-offs in manpower or 
other resources may profitably be resorted to. 
If, for instance, a breakthrough occurs in one 
part of a network-less time is t.,nsumed 
than was expected-then it is possible r 
utilize this manpower and equipment on other 
major activities either to shorten their corn
pletion dates or, if behind schedule, to tLrLng 
them up to their expectancies. PERT accepts 
project uncertainties as part of the system and 
is consequently readily adaptable to unfore
seen changes in the program. By its very na
ture it forces the development of a logical and 
comprehensive plan for program completion 
and permits realisic rescheduling to meet 
the exigencies of the situation. 

Basically, PERT is concerned with the 
formulation and development of a sequential 
network consisting of the totality of activities 
required for implementing the final objectives. 
Each activity is carefully analyzed so that a 
realistic estimate of the time required for com
pletion can be made. But zince PERT is so 
often used on the construction of devices never 
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before produced, the time estimates must 

necessarily be somewhat uncertain, 
To cope with this uncertainty factor PERT 

utilizes a weighted time average, the Expected 

Elapsed Time, calculated from the three time 

estimates for every activity. Given these three 

time estimates, a computer can be used to 

compute the expected completion dates for 

each activity (or this can be done manually) 

and to calculate the Latest Allowable Date on 

which events must be completed if the key 

objective is to be reached. 

PERT Network 

The PERT Network is a "flow diagram con
sisting of the activities and events which must 

be accomplished to reach the program objec

tives, showing their logical and planned se-
quences of accomplishment, interdependencies, 

It is important to
and interrelationships."' 
notice that the network comprises not only 
events and activities but also the interrela-
tionships that exist between them. Fuitda-

of the networkmental to an understanding 
the concepts of events and activities.
 

are 
 accom-
An event is a "specific, definable 

plishment in a program plan, recognizable at 

a particular instant in time. Events do not 

consume time or resources."'2 Each accom

plishment in a specific program is an event 

and is usually represented visually as a circle 

or as a rectangle. Typical events might be 

"Start training personnel," "Start production," 
etc. 

Events are related to one another by activi
ties. Each activity is a time-consuming task 

connecting events, but the beginning or end 
of an activity (an event) is assumed to be 

not consumeinstantaneous, i.e., to time. 

Activities utilize resources-manpower, equip-
theyment, materials, etc.; therefore, repre-

PERT Fveloped,PETFUNDAMENTALS, (Washington: PERT 

1963), Vol. II,Orientation and Training Center, 
p.16.

IlDefinitions of PERT concepts can be found in 
many government publications now generally avail-
able from the Superintendent of Documents, Govern-
ment Printing Office, Washington, D. C. See Bibliog-
raphy. 

sent work to be done. Since activities connect 

events, they are bounded by two events: the 

Beginning Event which is the starting point 

of the activity and the Ending Event or Suc

which is its terminus. On the networkcessor 
diagram, activities are represented by arrows 

pointing in the direction of the time flow-to

ward the Ending Event. Figure I shows that 

events numbered 6 and 8 are related, i.e., the 

activity connecting these two events cannot 

begin until event No. 6 is completed nor can 

No. 8 take place unless the activity isevent 
completed. 

FIGURE 1. Event-Activity Relationship 

In the case where several activities lead up 
to an event, all activities must be completed 

before the event comes into existence. For 
instance, the network activities number 8-11, 
911 10-11 in Figure 2 nust all be completed

No. 11 can "instantaneously"before event 

occur. 

FIGURE 2. Network Schematic 

An actual example of the preceding schema

tic is illustrated in Figure 3. While an activity 
usuallyimplies doing or acting, events are 

as a state of being, e.g., tested, deexpressed 
completed, or started. However, sincethcopeinosvraatvtesldngu 

the completion of several activities leading up 
to the same event could occur simultaneously, 

the events by themselves cannot always spec
ify all of the activities which are connected 
to them. 
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pany is involved with activities of an explora
tory nature, with non-repetitive activities, 
three time estimates are most desirable. 

There is still much debate over the merits 
A Sof using only one time estimate instead of 

three. Those advocating the use of one time 
estimate believe that the statistical manipula
tions that need to be performed only add 
computational work to the efforts already put 
forth. Also, many persons doubt that the use 
of three time estimates actually improves the 

FiGURE 3. PERT Network Diagram accuracy. On the other hand, with the in-
The network also serves as an external com- creased complexity of research and develop

munications device as well as an internal ment projects and with the inherent uncer
control vehicle. The need for scheduled dates tainty of these fallible forecasts, project engi
can be realistically impressed upon a supplier neers hesitate to commit themselves to the 
or a sub-contractor by showhig him the dele- one time estimate. For they know well that 
terious effects his delay will have on the entire the completion of an activity can be affected 
project. When many sub-contractors are in- by many factors over which they have no con
volved in a complex project it becomes im- trol whatsoever. 
perative that they meet delivery dates on time The three time estimates (usually expressed 
if the project is to proceed as planned. in calendar weeks) employed in estimating 

While the network functions admirably as a activity time are the following: 
control device, its greatest value perhaps comes Optimistic Time: The least amount of time 
from its usefulness as a planning aid. Plan- that an activity can take. It is assumed that 
ning involves the determination of what tasks everything "works" the first time. This time 
are necessary to achieve the end objectives and ev e to be ais ed in only 
the sequence in which they should be per- cne et to b amlsedone out of a hundred cases. insonl 
formed. The network allows one to plan at 
whatever level or depth he feels is necessary Most Likely Time: If only one time esti
for the proper management of the project. If mate is required, this is it. It is the expected 
desired, the events in a project can be broken time for an activity if the activity were re
down into still smaller events, thus forming a peated many times under identical conditons, 
longer and more detailed network. The value or that most often given if many qualified 
of this further breakdown is that it enables persons were asked to give a time estimate. 
the manager to look at specific segments as 
through a magnifying lens. Pessimistic Time: The maximum amount of 

time that an activity can take. It is the ex-
Time Estimates pected time if unusually bad luck were experi

enced. Maximum time estimates should in-
Because of the uncertain nature of the clude the possibility of initial failure followed 

activities involved, PERT usually requires by a fresh start. 
three time estimates for each activity. If the In the PERT network the three time esti
time required to complete an activity could be mates are usually entered above the activity 
estimated accurately, there would be no need arrow to which they apply in the following 
for three time estimates; one time estimate order: the optimistic time, the most likely 
would be sufficient. However, when a com- time, and the pessimistic time. 
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-1 % 

,.1 
Ficuiz 4. Network Segment 

Figure 4 shows that the optimistic time, 

the most likely time, and the pessimistic time 
5, 7, and 10 weeksof the activity (6-8) are 

respectively, 
From the optimistic, most likely, and pessi-

mistic times the Expected Elapsed Time (t) 

can be obtained by statistical techniques. 

These three time estimates are related to the 

Expected Elapsed Time by the formula: 

te = a + 4m + b 
6 

where a =optimistic time 
m = most likely time 

b = pessimistic time 

In arriving at the expected time, the most 
likely time estimate is given four times as 
much weight a the optimistic and pessimistic 
estimates. The Expected Elapsed Time in our 
example is 7.1. 

Earliest Expected Time 
The Earliest Expected Date (TE,) of an 

event is the earliest calendar date on which 
an event can be expected to take place. (Dates 
are predicted of events, times of activities, 

Symbolically, the former are generally repre
sented by upper-case letters, the latter by 

lower-case letters.) The TE value for a given 
event can be calculated by summing all 

the most timeactivity times (t.) through 
of from the beginconsuming chain events 

ning event to the given event and this path is 
5 therecalled the critical path. In Figure 

from Event zero to Eventare two paths 
No. 5. One is via Event No. 1, and the 

total of the TE value is 8. The other is via 
value is 19.Event No. 3 and the total TE, 

Similar reasoning shows that there are two 
paths from Event zero to Event 6. One, via 
Event 3, has a T of 11. The other via Events 
2 and 4 has a.TE. of 17. Therefore, the larger 

figure, 17, is the most time-consuming path, 

and must control. 

Critical Path 

In Figure 5, a network is depicted within 
which there is one path composed of activities 
which, if delayed, would affect the expected 
completion date of the entire project. This is 
the most time-consuming path through the 
network and is designated on the diagram by 
a heavier line. The path itself is called the 
critical path and the activities located on the 
path are termed critical activities. Since no 
ending event can be completed until all activi
ties leading to it have been completed, it can 

T*bo 

T m4 . Ct P 

Ficun S. Critical Path 



THEORY OF ORGANIZATION AND MANAGEMENT 45
 

be readily seen that Event No. 10 cannot deadline were 38 weeks away then five weeks 
occur before all activities located on the positive slack would exist. One of the advan
critical path have taken place. The earliest tages of PERT is that resources can often be 
completion date for an ending can be no soon- interchanged whenever slack exists some
er than the time required 'for the most time- where in the network. Thus it is possible to 
consuming activities along the critical path divert manpower resources to those areas 
to occur. where negative slack exists so as to be able 

Since the critical activities are the most to complete the project on time. 
time-consuming activities in the network, 
there is no leeway, no "slack" possible in PERT Simulation 
their case. Therefore, the critical path is often Despite rigorous efforts to adhere to any
defined in terms of slack as "that particular set, definitive plan, it sometimes becomes 
sequence of events and activities in a path that virtually impossible not to deviate from it. 
has the greatest negative, or least positive, Regardless of whether the changes that bring
algebraic slack; that is, the longest path this about are intentional or not, some method 
through the network. All other paths inthe for an orderly and efficient plan revision isnetwork are called "slack" paths; they have absolutely necessary. Naturally enough, these 
some slack.sadjustments should be made with a minimum 

of disorganization, confusion, frustration, and 
Slack Determination wasted effort. 

Slack exists in a network system because of Inherent in the PERT system are the means 
multiple junctions which arise when two or whereby alternative courses of action can be 
more activities contribute to a third. The simulated and evaluated even before action 
slack for an event is a measurement of the is actually undertaken. This simulation of 
"excess" time available. It is calculated as activities becomes extremely important when 
the difference between the latest allowable serious trouble occurs unexpectedly. Some 
date (T1J and the earliest expected date type of corrective action is then definitely 
that the activity can be completed (T,-T,:). necessary, sometimes almost immediately. It 
The Latest Allowable Time is the latest cal- is this ability to assess rapidly the possible 
endar date on which an event can take place impact of a proposed change that makes sim
without affecting the scheduled completion ulation such a great aid to decision-making. 
date of the project. When computing the T1,. Simulation is also useful in the initial plan
for an event, it is necessary to work back ning stages of a program. Alternative methods 
from the final event in the network. You of realizing events by means of different re
subtract the value of the t,. following the source combinations or of various techniques 
event from the value of .the T1.of the suc- can be tested. Even alternative network plans 
ceeding event. For example, the T1,for event can be tested and evaluated through simula
number 8 in Figure 5 is 30 (33-3).. tion. 

The critical path has no positive slack since PERT Problems and Limitations 
it is already the most time-consuming path 
in the network. Since slack may be negative, 1. Acceptance. One of the significant prob
zero, or positive it is characteristic of all net- lems associated with PERT is due, not to the 
work paths. In the previous figure, the earliest inadequacy of the technique, but rather to the 
expected date (T.) that the project can be failure of top management to support its ac
completed is 33 weeks. If you wanted to corn- ceptance. Top management has done little in 
plete the project in 30 weeks there would be selling the benefits of PERT to the operational
three weeks of negative slack; if the project managers and the technical personnel. Al
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though these engineers are often 	instrumental 

in the initial introduction and installation of 

the PERT system, they lack an appreciation 

of its benefits and an awareness of its limi-

tations. 
2. PERT Logic. Another difficulty with 

PERT is that some programmers and data 

processors have become mesmerized with their 

own ability to modify the PERT system, and 

result, it is becoming increasingly andas a 
unnecessarily complicated. These complexities 

hinder the operating managers from utilizing 

this technique as they should. Many of the 
in-modifications made by programmers are 

tellectual exercises rather than improvements 
in the system. Coordination must be achieved 

between these programmers who view PERT 

as a toy or a management systems concept 

and the line operating personnel who view it 

as another, though more effective, reporting 

tool. 
3. PERT Mis-use. PERT at 	 times has 

been 	misused. Although it was developed as a 
use on com-planning and control device for 

plex research projects, and even though PERT 

users have extended its application to many 
new areas (it has recently been used by one 

company in their recruiting efforts), its main 

still lies in the forced planning ofstrength 
one-time complex projects in contradistinction 
to repetitive or routine projects. 

Change. obstacle4. Resistance to One 

standing in the way of initial adoption and of 

full utilization of the PERT system can be 
to change." It ischaracterized as "resistance 

almost axiomatic that workers resist attempts 

by management to alter work procedures and 

to modify existing work regulations. The pages 

of history are replete with the activities of or-
have fought tooth-and-nailganizations that 

against superior innovating practices. But 
man often fails to noticesomehow modern 

that the problem has more historical interest, 

It too can assume a modern gard (as it has 
with PERT) and appear in a twentieth-

century managerial milieu, 
When analyzing resistance to change one 

must keep in mind that the factors favoring 

this state of affairs are not one but many; 

that one factor may out-weight another, and 

that, generally speaking, no single factor in

fallibly and of itself will bring about or hinder 

change. The cumulative effect, therefore, will 

decide the direction in which the scale bill 

finally tilt-toward acceptance of change or 

toward rejection. For despite the many peten

tial advantages inherent in the PERT system, 
these are ultimately diminished when the sys

tern itself is not utilized at its utmost efficien

cy. 
Another reason for the lack of practical in

terest in a proposed change is the fact that at 

times the ".,rantages associated with it are 

neutralized or even outweighed by the disad

vantages. It is the task of management, and a 

not too difficult one at that, to interest the 

would-be PERT personnel in the tangible ad

vantages and present rewards flowing from 

the PERT system. It goes without saying that 
onthey themselves must not only be "sold" 

the system but also must be thoroughly con
and its inversant with it, with its merits 

herent limitations. 
PERT/Cost 

Recognizing the benefits and future of the 

PERT technique, the Department of Defense 

and the National Aeronautics Space Admin
aistration have recently developed uniform 

measures not onlyPERT/Cost system which 
the physical but also the financial progress of 

a project. 
In the PERT system as originally developed 

it was found impractical to try 	to integrate 

both time and cost considerations since in the 
path oftenscheduling process the critical 

ignored the availability of resources. Before 

the emergence of a PERT/Cost 	system much 
respectexperimentation was necessary with 

to the use of one cost estimate, three cost 

estimates, single costs, direct costs, total 

costs, etc. 
The incompatibility of time and cost data 

also posed problems. Since activities often 

cut across normal accounting periods, cost 

analysis required the measurement of the costs 
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of activities in progress and an estimation of 
the valne of the work performed. Current ac-
counting systems fnr the estimation of man-
power costs, skill classifications, time/cost 
trade-offs, and optimum cost schedule were 
inadequate. Only through much trial and error 
has an adequate PERT/Cost system been 
developed. 

The use of PERT/Cost greatly facilitates 
the assessment of project status and its bear-
ing on financial planning, the interrelationship 
of time and costs, and the financial effect on 
the project of possible changes in resources 
and/or schedules. PERT/Cost also allows 
for the comparison of progress data from 
multiple sources of information and provides 
a single report by which financial status can 
be evaluated against physical status. 

Stripped of all its paraphernalia, PERT/ 
Cost is concerned with the accumulation of 
cost data and the summarization of reports 
which integrate time and cost information on 
a single framework. The resource dimensions 
which are added to basic PERT include labor 
man-hours, material, subcontracting costs, and 
travel costs. 

By integrating PERT/Time and PERT/ 
Cost one can determine whether the managers 
at various levels are meeting their committed 
schedules and cost estimates; and, if not, how 
resources can be utilized so as to minimize 
premium costs and how additional resources 
will affect the over-all program. 

In measuring the progress of a project, a 
direct comparison can be made between the 
sum of actual costs to date and funds author-
ized and the estimated cost to complete the 
project. Tis comparison will reveal potential 
cost over-runs and/or cost underruns and will 
pinpoint those segments of work where these 
can occur. 

The Future of PERT 

surey of the 200 largest industrial cor-
poratlons, made by the author, indicated that 
although the use of PERT is related to the 
size of the firm, i.e., the larger firms tend to 

mpyItmore, a Increasing number of smallemploy tOffice, 

firms are adopting the technique. No longer is 
the use of the method limited to large, com
plex projects; its usefulness has been demon
strated on projects as short as two weeks. 
Such diverse activities as the taking of inven
tory, monthly closing of accounting books, 
college recruiting, maintenance, book publish
ing, and even weddings have been PERTed. 

Nor is the use of PERT limited to those 
companies with computers. While a network 
containing over a hundred activities becomes 
cumbersome to work with manually, it can 
be managed. Much of the benefit of PERT is 
derived from the detailed planning that is 
required in the initial preparation of the 
network. 

A certain amount of mysticism surrounds 
the PERT system, which is probably due to 
the statistical underlying assumptions of the 
concept. However, a mathematical orientation 
is not a requisite for using PERT. In the study 
referred to above, only one-half of the com
panies had formal training programs in PERT 
and no company had any specific education 
requirement for participation in the PERT 
training pi3gram. 

As the tech~nique matures and as further 
experimentation and refinements occur, PERT 
will bring management a more useful tool for 
the planning and control of small projects as 
well as largt ones. 
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FORTY COMMON GOAL-SETTING ERRORS
 

Thomas P.Kleber 

book or two on Manage-Let's say you have read a 
ament By Objectives and taken part in seminar, 

You and your people were impressed with the 

results-centered approach. So you set out to bring it 

to your organization. After explaining and selling 

the concept, your turned to the application and 

plunged iinmdiately into goal-setting. Your experi-
at that point might have been similar to that 

ence 
just enoughof many other managers-they made 

that goal-settingmistakes at this crucial point so 
he whole emergent MBO systemspelled the doom oi 

rather than acting as a spur to improved perform-

But abandoning goal-setting achieves nothing.
ance. 
Because the results of an effective MBO system are 
so desirable in developing managers, it is necessary 
to weed out gbal-setting problems and to improve 

the process. 
aUnfortur:.tely, producing effective goals is both 

long and continuing struggte. The problems of goal-

setting, in the most general of general terms, are 
disagreements, lack of zommitments, incomplete or 

false analyses of the siuation ct hand, inconsistent 
and unrealistic goals, unclear goals, an autocratic 
leadership style of the. boss, and an inability of a 
subordinate to be sell-managing. 

In many cases, the introduction of an MBO system 

is part of a larger change in management and thus 

the difficulties are compounded. The time needed 

to implement the changes k increased; the chance 

is decreased. But whether the goal-settingof success 
process is new in your organization, or has been 

well for some time, it's likelyworking reasonably 

that the following list of the 40 most common mis

takes in goal-setting can be used to advantage as a 

guide for what to guard against, as a reminder as to 

what should be done in formal goal-setting, and as 

a vehicle for examining your own goal-setting per

formance and that of your s. bordinates. 

This accumulation of errors is especially useful be
of ero ciderywhatfisnbtThis c aion 

cause it calls on the manager to consider what isn't 

time that he analyzes existbeing done at the same 

ing and proposed goals. It's reasonable to suppose 
a cause of failurethat sins of omission are as great 

as sins of commission. 

1) COALS ARE SET TOO LOW. The subordinate man

ager isn't challenged and doesn't have to hustle if 

he is permitted to get away with setting goals too 
low. His boss must know the work that is to be 

measured to enable him to recognize reasonable out

put levels for his subordinates. 

2) COALS ARE SET TOO HICH. While setting goals 
too low fails to provide an incentive for the suboridi

hate, setting goals too high is equally damaging. If 
the goal cannot be achieved, not only will the 
manager not achieve it, he prAbably won't even try. 
Instead, he'll direct his attention to possible goals, 

to be certain of achieving them. The result is that 

important objectives area may be overlooked.an 
Although assigning blame for setting poor goals is 

not important here, it is useful to recognize that the 

fault may lie with either the boss or the subordinate 

in either case. For example, setting goals too high 
may be done by the subordinate to impress his boss, 

Reprinted by permission from Human ResourceManagement 11 (Fall, 1972), 10-13. 
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or it may imposed on him, supposedly to motivate ception should be attributed to which subordinate 
him to increase output. can be obtained. What's involved here is that indi-

NOT SET BEFORE INDIVIDUAL vidual go Is identify joint responsibilities, identify
3) COMMON COALS ARE ot all commonUALE BcT who the responsibilities are shared with, and identi-
GOALS ARE IDENTIFIED. Because not all common, or fy as well as possible the extent of each individual's 
strategic goals of an organization are divisile it responsibility. Frequently in joint responsibility 
the individual goals of managers at lower levelsst arcas, work merely falls down a crack because diis essential that the goals be set at the top first. De- vidual responsibilities haven't been adequately clar

cisions such as those to diversify or otherwise change ified. 

the product mix, to attain growth through mergers 

and acquisitions, or to buy components rather than 9) MORE THAN ONE PERSON ISGIVEN RESPONSIBIL
manufacture, need to be known by managers at all ITY FOR A PARTICULAR OBJECTIVE. If there is no 
levels if their individual goals are to be consistent joint responsibility, it is undesirable that two or 
with the common goals of the organization, more individuals be permitted to believe themselves 
4) COALS NOT TO responsible for doing the same things. Having onlyCOMMON ARE COMMUNICAED one responsible party is better when it is possible. 

Even if common goals are
LOWER LEVEL MANAGERS. 


set first, many managers seem to overlook the fact 10) COALS ARE ACTIVITY-CENTERED. Output is the
 
that various elements of corporate strategy need to proper end of the work and is what is to be sought.
 
be known by the lower level manager before he sets Activities are the behaviors of people (designing,
 
his own goals. Common goals often identify the making, selling, bookkeeping, engineering, etc.) to
 
Dboi..darieF for individual goals. One obvious bound- produce the goods and services which are outputs.
 
ary involves sales territories. Others involve such ) OALS ARE NOT RELATED TO PAYOFF. Even if 
things as limitations on human and economic re- the goals are output-centered, it is necessary that 
sources and on types of product to be produced or they be be the proper results related to the payoff
purchased. the objective sought. 

5) INDIVIDUAL GOALS OF A MANAGER'S SUBORDI- 12) METHODS OF WORK ARE STRESSED. Goals are 
NATES DO NOT FIT THE COMMON OBJECTIVES OF THE often overly concerned with how a job is to be ac-
LARGER UNIT OF WHICH THE INDIVIDUALS ARE A complished. As a result, individual areas of responsi-
PART. bility aren't clarified. To get the benefit of indi

6) INDIVIDUAL IS HELD ACCOUNTABLE FOR SOME- vidual responsibility and commitment to goals it is 
TIHINC BEYOND HIS CONTROL. As in setting goals too necessary that results and responsibility be given 
high, either the boss or the individual may be first priority in setting goals. 
guilty of setting objectives in areas which are not 13). COALS ARE ACCEPTED UNCRITICALLY. While re
controlled by the subordinate. The result is frustra- suits must be stressed in the goals, the boss should 
tion and discouragement for the subordinate, probe to discover what program the subordinate 

his goals. The plan7) RESPONSIBILITY FOR RESULTS AND THE ORGANI- proposes to follow to ;r:hieve 
ZATION STRUCTURE ARE NOT CONSISTENT. Make should be looked at critically to insure itr 'ccept

sure authority and responsibility are held by the ability and practicality. 
same person for a particular objective. If necessary, 14) GOALE ARE INFLEXIBLE. A failure to allow for 
change the organization structure. But do it before normal and acceptable variations sets up an un
the individual does his goal-setting for the upcoming realistic situation. 
period when the change is to be put into effect. 15) OUTPUT INDICATORS ARE NOT EXPRESSED AS A 

8) FAILURE OF COALS TO IDENTIFY JOINT RESPONSI- RANGE. Identifying a minimum acceptable level of 
BILITY SITUATIONS. When there are joint responsi- output and an outstanding level is one means of 
bilities, as there frequently are in any complex adding flexibility to goals. It also pennits the estab
organization, goals must be written in such a way lishment of the "exception principle" to work for 
that specific statements as to what measures of ex- identifying problem areas. 
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16) JOB CONDITIONS PREVENT ACHIEVEMENT OF 

GOALS. The problem may lie in the organization 

structure, or it may be that the goal is simply im-
possible to achieve given various built-in limitations 
and/or work rules; but either way a no-win situation 

is present which jeopardizes the smooth functioning 

of any MBO system. 

17) TOP MANAGEMENT IS NOT COMMITrED. If the 
chief executive and the men around him haven't 
clarified their own goals, or simply have given only 
half-hearted support to the goal-setting process, com

and/or un-mitment at lower levels will be weak 
have been able to makerewarded. Some managers 

MBO approach and formal goal-settinga go of an 
at lower levels without the participation of top man-

agement, but, unless the lower unit operates pretty 

much independent of the top, the result is generally 
a flop. 

18) FAILURE TO MEASURE TIlE EASILY MEASURABLE. 

Simply because something is easy to measure, it may 

be overlooked. If it's important to manage, measure 

it. 

19) FAILURE TO MEASURE THE MOST COMMON, 

ROUTINE OBJECTIVES. The more common or routine 

the activity, the more important it may be to meas-

ure its output. Many of these activities are of the 

loss-prevention variety that avert the larger attention 

that will be needed if they are poorly executed. 

Measuring the most common activities can be used 

means for gaining early warning of developingas a 
problems. A side benefit of identifying very routine 
goals is that the superior becomes cognizant of the 
routine work being done by each subordinate and 
canlevels 
devoted to such generally boring activities. This can 

the boss to the
be a preliminary step awakening 

necessity of planning for job enrichment, 

ARE HUNG ON GOALS. In the20) USELESS NUMBERS 

quest to quantify all outputs, it may be overlooked 

that a verbal description of the output can, in some 
situations, be both more useful and more accurate. 

FAILURE TO SET21) 21) COALS FOR NOT-EASILY QUIANTI-FAILURE T 

FIABLE Or,JECTIVES. When the results are hardest to 

measure, it is especially important that an effort be 

made to measure them. Attention must be directed 

to results and output at all times. Generally, some 

kind of an index can be devised to reveal progress 

to meeting the desired objective. 

22) GOALS CONFLICT WITH LAWS.
 

23) COALS CONFLIT WITH COMPANY POLICIES.
 

24) ORGANIZATION IS IN A STATE OF FLUX. It's a 

difficult time to carry on goal-setting, and the worst 

time to try to initiate a participative management 
system using individual goal-setting, when major 
internal change is taking place as in the case of 
continuing merger activity. 

25) BOSS IS AUTOCRATIC. Inability to let the subor

goals destroy's the participativedinate set his own 
benefits of more active involvement and commit

nient. Nevertheless, because a manager may be used 

to the autocratic style of leadership, or may fear 
set right goals, hethat the subordinate won't the 

takes the initiative in setting his subordinate's goals. 

Regarding this situation Douglas McGregor noted 

that "Genuine commitment is seldom achieved 
when objectives are externally imposed. Passive ac

ceptance is the most that can be expected, indiffer

ence or resistance are the more likely consequences." 

IS UNABLE TO SET OWN GOALS.26) SUBORDINATE 

Especially at first, the development of a self-man

aging capability in a subordinate may be difficult. 

The trick is for the boss to encourage and assist the 

individual in the goal-setting process, helping him 

develop his management skills, without discourag

ing him and without making the goals "his" instead 

of the subordinate's. 

27) BOSS AND SUBORDINATE DISAGREE ON INDIVID" 

UAL BOALS. Differences of opinion are likely to exist 
as to goals chosen, indicators selected, and results 

sought. Agreement betee the t acan best be achieved at a 
friel so nal metin 

two manaiendly personal meeting between the 

gers where differences are discussed honestly and 
notes are made to look into the matter at the end of 

the period when results can be evaluated and the 

agreed-upou' goals can be restudied. 

28) FAILURE TO GET COMMITMENTS. The boss
subordinate goal-setting meeting should do more 
than secure agreement on goals. Commitments from 

the subordinate to the agreed-upon goals should be 

obtained and should be confirmed by memo. 

29) CAN'T "KO" INAPPROPRIATE COALS. Because of 

the pride of the participants in the goal-setting 
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process, or the weakness of the boss, poor and in-
appropriate goals are often retained and detract from 
the overall effectiveness of goal-setting. 

30) BOSS IS RELUCTANT TO ADD TO THE SUBORDI' 
NATE'S GOALS. Known needs of the boss and/or 

higher management may need to be added to the 
individual goals in spite of a manager's reluctance 
to impose them on his subordinate. 

31) FAILURE OF THE BOSS TO THINK THROUG;! THE 

IMPLICATIONS OF A SUBORDINATE'S GOALS. Often it 
will be necessary for the boss to take certain actions 
himself to enable the subordinate to accomplish the 
goals he has set for himself. Common examples may 
involve organization changes and assignment of 
joint responsibilities, 

32) FAILURE OF THE BOSS TO INTRODUCE NEW IDEAS 

FROM OUTSIDE THE ORGANIZATION. The status quo 
is frequently a goal of an unimaginative or non-
innovative boss. He needs to be creative himself andreaivit ~nhisto ecouage ubodinaes.LARGE COALS. A sample may be too small, or the 

33) MANAGEMENT POLICIES DISCOURAGE INNOVA-
TIVE BEHAVIOR. Punishment for failure to achieve 
creative goals dampens the interest of subordinate 
managers in planning for innovative behavior 
through creative goal-setting. 

34) FAILURE TO SET INTERMEDIATE TARGET DATES. 
Especially in the ari~as of problem-solving and in-
novative goals, the setting of intermediate target 
dates is necessary for measuring progress. The tar-
get dates can also be used for a re-examination ofthe goals and the methods being employed to achieve 
yedm. 

35) OLD GOALS ARE RETAINED EVEN AFTER BEING 

PROVED INFEASIBLE, IRRELEVANT, OR IMPOSSIBLE. 
Often, old goals, having been agreed upon once, are 
considered sacred and are retained long after their 
useful life. Many times it is because the old goal 
reflects what one wants to find rather than reality, 
For an organization to continue to set a goal of a 
20% growth rate when this is no longer possible to 
achieve, or to set a goal for the elimination of cus
tomer complaints may reflect desirable goals. But, 
inasmuch as they cannot be achieved, such goals 
are unrealistic and damage morale of the managers 

being held accountable for accomplishing them. Of 
course they won't succeed. 

36) CAUSE AND EFFECT ARE CONFUSED. In many 
cases, the wrong indicator is watched and progress 
toward the goal isn't really measured at all. Worse 
still are the times when the data being studied as a 
cause is really itself an effect. If low production re
sults, for example, are seen as caused by insufficient 
supervision of employees, supervision may be in
creased with a resultant further loss of production 
if this wasn't the cause of the original unsatisfactory 
results. 

37) KEY FACTS ARE OMITTED FROM THE ANALYSIS OF 

CAUSES OF ADESIRED RESULT. Incomplete analysis 
of causes may, for example, lead the sales manager 
to set sales targets based solely on manufacturing 
capacity if, in the past, he has sold all that has been 
produced. He may have overlooked, or may ncthave 

even known, that other marketing considerhtions 
(e.g., comi.etition) may have changed the situation. 
38) UNREPRESENTATIVE SAMPLES ARE USED TO SET 

research may not be sufficiently valid to generalize 
'from in planning major goals. The result is the fore
cast of unrealistic target levels for output. 
39) GOALS ARE CONSIDERED SACRED. A boss-subor
dinate team needs to be able to identify important 
developments and needs to be flexible enough in 

their planning to change goals or drop less important 
ones to pursue new opportunities during a given 
time period for which goals have been set. 
40) NO EFFETIVE EVALUATION OF RESULTS AND 

40) N ETVE A O R NdGOALS iS UNDERTAKEN. At the end of a period, be
fore new goals are set for an upcoming period, aboss and subordinate need to review the results and 
goals of the completed period. Successful behavior 
needs to be identified and reinforced when goals are 
achieved, and unsuccessful behavior-when goals 
are missed-needs to be corrected (in a positive man
ner). The subordinate manager is then better 
equipped to do a better job in the coming period in 
setting effective goals. 

Thomas P. Kider 
is president of MBO, Inc., and publisher of the MBONewsletter. He is also a consultant and writer. 
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Application to health, social welfare, and family planning 
Much of the discussion in the readings of this chapter is oriented toward 

the organization of commercial enterprises. It is believed, however, that the 

general principles developed in each article are directly applicable, with very 

little restatement or modification, to the organization of public and private 

agencies whose objective is to provide a service rather than to make a profit. 

In fact, some of the organizational problems of such agencies can perhaps be 

understood more clearly by re-examining them in the light of the corporate 

approach to organization. Many times the organizational structure of such 

agences was established a generation or more ago and has become almost a 

legendary arrangement, with an accumulation of many of the dysfunctions of 

described here. It could be argued, therefore, that thesebureaucracies 
agencies are just as seriously in need of "organizational development" as any 

other. 
The readings of this chapter may appear to place so much emphasis upon 

the development cf organizations to manage technical processes performed by 

blue-collar workers as to be inapplicable to organizations where most of the 

employees are white-collar workers-professionals, sub-professionals, para

workers. It is believed that this is an erroneousprofessionals, and clerical 
view. Hospitals, welfare agencies, family planning organizations, and other 

government and public agencies where large numbers of white-collar civil ser

employed, have their serious organizational problems. In suchvants are 
agencies, moreover, some of the newer proposals for social science approaches 

by objective, forto organization can pay large dividends. Management 

example, should be at least as practicable, if not more so, in such organi

zations as in organiwtions employing masses of blue-collar workers. 

Qwrstions for discussion and exercises 
social agency, a public health agency, or a family planning1. Go to a 

organization and ask for a copy of the organizational plan. Study it carefully 

in the light of the readings of this chapter. How many layers of management 

are there? How many managers are there on each level? What is the ratio of 

supervisors to workers at the lowest levels? Is there more than one channel of 

authority-one technical and one administrative? Is there a staff and a line 

distinction? Given the variety, quantity, and nature of the functions which 

the organization performs, evaluate the formal organizational plan. 

2. Does the structuralists' distinction between the interests of the organi

zation and those of the employees apply with as much force to white-collar 

workers as to other organizations? What implicatiois does this theory have 

for the growing number of protests and widespread unionization on the part 

of social workers, teachers, resident physicians and interns of hospitals, and 

family planning field workers? 
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3. Taking the organization which you have studied in Item I above, try to 
find out what system of authority is used. Have the social science approaches 
been considered or implemented? Find out how much management training 
(either formal education or special short-term training) the managers on var
ious levels have received. Is there a system to try to teach management prin
ciples to these various levels of managers? 

4. Hold interviews with at least one supervisor or manager on each 1.•l of 
the organization studied in Item 1. Try to find out how many of the dy ac
tions of bureaucracy are present, how prevalent they are, and how much they 
impair the functioning of the organization. 

5. Study the work performed by the organization studifd in Item 1. To 
what extent are its tasks subject to improvement by: 

(a) 	 Classical engineering techniques 
(b) 	 Modem systems analysis and decision-making techniques such as 

PERT 
(c) 	 Social science management procedures? 

6. Examine the goal-setting done by the top management. Which of the 
forty errors cited by Kleber do you find present? Which of them are so serious 
as to injure the functioning of the organization? If the workers themselves 
were to take a hand in setting these goals, do you think the situation would 
be improved or worsened? 

7. Much of the work of social welfare, health, and family planning organi
zations requires making decisions about individual cases or carrying out deci
sions that have already been made. To what extent, and in what ways, does 
this decision-making element of the work modify the authority relationships 
between workers and managers? What safeguards are erected to make certain 
that the worker does not usurp the authority of the person above him in the 
hierarchy? How are these safeguards codified in rules, procedures, and records? 



Chapter Three
 

THE MOTIVATION OF WORKERS
 

Workers vary greatly in their productivity. Some are highly industrious and 

accomplish more than employers expect. Others are listless, careless, and 
"lazy" to the point where they produce far less than would be expected con

sidering their salaries. Psychologists explain the behavior of the energetic and 

productive worker by calling him "motivated"; they explain the lack of pro
ductivity of the laggard by calling him "unmotivated." Motivation is one of 

the major areas of research inpsychology, and efforts have been made to apply 

these theories to the study of work behavior. There is not only worker-to

worker variation in motivation, but department-to-department variation and 

differences from one company to another. A finding repeatedly verified by re

search is that the rate of pay has a very low (often zero) correlation with pro

ductivity: high productivity appears to be explained by non-economic factors. 

The articles in this section, summarize and comment on the best-known and 

most widely discussed of the efforts to identify factors which can explain per

formance. 
The first article, by Rensis Likert, develops the theory that the type of 

supervision a worker receives, and the relationship that exists between super
visors and the groups they manage, are major factors determining producti
vity. Where there is group pride, group solidarity, group loyalty, and a group 
feeling that the employer and supervisor are interested in the welfare of the 
employees and welcome their ideas and suggestions, productivity tends to be 
higher than where these factors are absent. 

54 
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A more theoretical and more psychologically sophisticated theory is the
"motivation-hygiene" theory of F. Herzberg, introduced in the second read
ing and critically commented upon by G. F. S. Rao in the third. The Herzberg 
thesis that each worker is simultaneously trying to satisfy two unlike sets of 
needs-and that workers vary widely in the balance of these two sets of 
needs-is widely accepted in principle, although greatly modified in its prac
tical application. If the theory is valid, employers who seek to increase pro
ductivity will have far less success if they change external factors such as pay 
rates, working conditions and fringe benefits than if they give personal recog
nition, increase responsibility, and provide opportunities foi advancement as 
promptly as they are merited. 
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Motivation: The Core 
Of Management 

q Renis Likert 

Director, Institute for Social Research 

University of Michigan, Ann Arbor 

T IS WIDELY recognized that there are large differences in the pro-
ILductive efficiency of different companies. Even within a company 

there are usually substantial differences in productivity among the dif
ferent plants or departments. These differences in productivity are often 

and prn'ctice.due to differences in managerial policy 
There is too little information on what a good management does that 

makes the difference between high and low productivity, between high 
American business is spending millions ofand low employee morale. 

dollars every year applying the scientific method to product development 
and the improvement of production methods, but it is not similarly apply
ing its resources to discover how the most effective managers and super
visors function and how their principles and practices can be applied 
more generally.

oThe Institute for Social Research of the University of Michigan is 

one of the few organizations conducting systematic research on this 

problem.' It is trying to find what makes an organization tick; .tring to 
discover the principles of organizational structure and the principles and 
practices of leadership that are responsible for high productivity and high 
job satisfaction. 

a mirror for businessThe Institute program is designed to provide 
so that it can see in its own operations and experience what works best 
and why. Studies have been conducted or are under way in a wide 
variety of organizations. These include public utilities, an insurance 
company, an automotive company, a heavy machinery factory, a railroad, 
an electric appliance factory, an some government agencies. The work 
of the organizations studied has varied "from highly routine clerical and 
assembly operations to complex scientific research. 

One of the basic concepts underlying this research is that no matter 
any part of thehow varied the task-whether in government, industry, or 

military organization-there are common fundamental principles appli

a contract with the Office of Naval Research. Since its initiation,'This program was started by 
as its support.business organizations and governmental agencies, as well ONR, have contributed to 

Reprinted by permission from American Management Association Personnel 

Series No. 155, Motivation: The CoreofManagement, 3-21. Copyright 1953 by the 
American Management Association, Inc. 
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cable to the effective organization of human activity. In addition to these 
general principles, there may be specific principles that apply to particular
typesof work-such as selling, as opposed to office management. But 
the philosophy behind this whole program of research is that scientifically
valid data can be obtained which will enable us to state general prin
ciples. Once we know the general principles, we must learn how to trans
fer them from one situation to another. We are doing this research at 
all levels of orcanization-not only at the employee level and the small
unit level but t the plant level and the company level. We expect that 
some principles will carry right on through; others will be specific, per
haps, for the different levels or parts of an orgamzation.

In carrying forward this program of research, two major criteria have 
been used to evaluate administrative effectiveness: 

1. 	 Productivity per man-hour or some similar measure of the organiza
tion's success in achieving its productivity goals. 

2. 	 The job satisfaction and other satisfactions derived by employees or 
members of the group. 

The results being obtained show that a consistent pattern of motiva
tional principles and their application is associated with high productivity
and high job satisfaction, irrespective of the particular company or indus
try in which the study is conducted. I shall present some of these results 
and binefly summarize some of the generalizations that are emerging from 
this research. 

FACTORS IN HIGH AND LOW PRODUCTIVITY 

There are some factors which are commonly assumed to mcrease pro
ductivity but which, when actual results are examined, are found not to be 
related to productivi or else to have a negligible relationship. Thus 
we are finding ve ttle relationship, within a company, between em
ployees attitues toward the company and their productivity. The more 
productive employees or sections do not have appreciably more favorable 
attitudes than do the less productive employees. Chart 12 illustrates the 
2 See Appendix, page 21, for listing of charts with sources. 

CHART 1 

Relation of attitude toward
 
company and productivity ....
 

SATISFACTION WITH COMPANY 

High Average Low 

HIGH Productive Sections [ 37% II [II ]24%] 

LOW Productive Sections II40%I I ' I- [400%] 
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CHART 2 

Participotion In company
 
recreational activities
 

Frequently Occasionally Never 

HIGH Productive Sections E ]i I72%.. 

LOW Productive Sections %Il% 

pattern of relationship that we are finding. The common assumption that 
developing a favorable attitude among employees toward the company 
will result in increased productivity does not seem to be warranted. 

A favorable over-all attitude toward one's company and job does 
result in less absence from the job. I suspect also that it may result in 

a tight labor marless turnover and may attract a better labor force m 
ket, but we do not yet have any data on these points. 

that show no relationshipIllustrative, again, of the kind of variables 
to productivity or even a negative relationship is the material in Chart 2. 
We are finding, in some situations at least, that there is a negative rela
tionship between the extent to which employees participate in a recrea
tional program and their productivity. The less productive sections par
ticipate in recreational activities more often than do those sections that 
are more productive. 

THE. SUPERVISOR: EMPLOYEE-CENTERED OR PRODUCTION-CENTERED 

In contrast to there patterns involving factors of a nonpersonal nature, 
we are consistently finding that there is a marked relationship between 
the kind of supervision an employee receives and both his productivity 

When the workerand the satisfactions which he derives from his work. 
(or aperson at any level in a hierarchy) feels that his boss sees him only 
as an instrument of production, as merely a cog in a machine, he is likely 
to be a poor producer. However, when he feels that his boss is gen
uinely interested in him, his problems, his future, and his wel-being, he 
is more likely to be a high producer. Some typical results are shown in 
Chart 3. 

The employee-centered supervisor not only trains people to do their 
He ispresent job well but tends to train them for the next higher job. 

interested in helping them with their problems on the job and off the job. 
He is friendly and supportive rather than being punitive and threatening. 

The following illustrations represent typical viewpoints of supervsors 
whom we have classified as employee-centered or production-centered: 

Employee-centered supervisors are those who describe their work as did this one: 
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CHAIN'$
 

"Employee-centered" supervisrs 
are higher producers 
than "productioncentered" supervisors... 

NUMBER OF FIRST-LINE SUPERVISORS 

Productou.*mrd IEffltje-gCeu m 

IHIGHSection 

LOW Sectiom 

lIHIGH Diviaom .........
 

i LOW Diviiow ...... 

I've tried to help my girls in getting better jobs and to get advanced, but
there're so few positions for them to go to. That's why I teach them how to 
supervise. A lot of my girls are assistant section hea&t today. 

In spite of the fact that this supervisor has promoted many of her ablest girls
to better positions, she still has a high-production section. By giving her girls
supervisory experience or letting one of them supervise two or three others in small 
groups, she builds effective teamwork and a friendly, cooperative atmosphere. 
Another supervisor, also employee-centered, commented as follows: 

I study the girls' work, find out who works together and put them together.
The main thing is to keep the girls happy. I talk with them and learn what 
their peculiarities are so that if a girl gets excited, I know whether it is im
portant or not. Your girls have to feel that you are one of them, not the boss. 
Some girls get sort of cranky, and you can't just say, "Do it." It is much better 
to ask them to do the work in other ways; that's oniy human nature. 

Another employee-centered section head commented as follows: 
I try to understand each girl. I remember I was one once and that I liked to 
be the kind that was known by my supervisor. Knowing the girls helps with
handling the work here. You also have to know what happens outside to help 
them inside here at their work. 

In contrast, this comment is illustrative of the attitude of a production-centered
supervisor in charge of a low-production section: 

I know we're doing what is supposed to be done in our section. Hit the work 
in and out-and hit it right-not slipshod. 

Another production-oriented, low-producing section head commented as follows: 
It is my job to get the employee to stay on the job and produce. I have top s.. ywork up efficiency charts. My efficincy ch tem msqty chart t argument if I have tomake any complaint. My biggest headache is to get tiw employees to do their 
best. 
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still another production-centered supervisor commented as follows: 
The gi ru oet,mer stop work before the belrng; I have been after thm 
and I keep them o.ertkne to do the work. You have to do something draatic 
and make examplea of them. 

AND CLOSENESS OF SUPERVISIONPRODUCTIVITY 
Related to pressing for production is the closeness of supervision 

that a person experiences. Close supervision tends to be associated with 
lower productivity and more general supervision with higher produc

vity. This relatI.-ship is shown in Chart 4. 
-" -Low productivity may at times lead to closer supervision, but it is 

clear that it may also cause low productivity. In one of the companies 
involved in this research program it has been found that switching man
agers of high- and low- roduction divisions results in the high-produc
ion managers, raising the productivity of the low-production divisions 

faster than the former high-production divisions slip under the low-pro
duction managers. Supervisors, as they are shifted from job to job, tend 
to carry with them and to maintain their habitual attitudes toward the 
supervisory process and toward their subordinates. This suggests that 
supervisory attitudes and habits tend to be the causal influence. For 
example, an assistant manager of a low-production department, in dis
cussing his situation, said, 'This interest-in-people approach is all right, 
but it is a luxury. I've got to keep pressure on for production, and when 
I get production up then I can afford to take,:time to show an interest in 
my employees and their problems." Being under pressure for increased 
production, and being primarily concerned with it, seem to cause super
visors to neglect important human dimensions of the supervisory process 
which in the long run determine the production of their groups. 

Heads of low-producing sections seem to recognize that close super-
CHART 4 

Low-production section heads are more closely 

supervised than are high.production heads 

NUMBER OF FIRST-LINE SUPERVISORS 

Under Close Under General 
Superv'isions supervision 

*"IHIGH Sections . 

LOW Sections 

HIGH Divisions 

LOW Divisions 
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vision adversely affects their work. They show more dissatisfaction with 
the way their job is organized than do high-producing section heads and 
give as the reason for this dissatisfaction 'too little delegation of authority." 

In studying the results one gets the impression that persons who lse 
general supervision tend more often to specify the goal or tasks to be 
accomplished and give subordinates some leeway in how it is accorn. 
plished. Persons using close supervision, however, are more likely to 
specify the precise activities of subordinates. Those using general super
vision may, of course, make available to subordinates the resources of 
work simplification, etc., but do not specify in every detail precisely how 
they will be used. 

When people are given general supervision, it is necessary to keep
them well-informed. As shown in Chart 5, supervisors in charge of high
production groups report more often that they are kept informed about 
developments than do supervisors in charge of low-production groups. 

We are finding conflicting patterns of relationship between morale 
and productivity. in some situations there is high morale and high pro
ductivity; in others we find high morale and low productivity or the 
converse. There are good reasons for these variations, and they are 
related to the kind of supervision that exists. But the significant finding
for this discussion is that the kind of supervision which results in the 
highest productivity also results in the highest morale. Thus, for ex-

CHART 5 

SUPERVISORY COMMUNICATIONS 

AND PRODUCTIVITY 

LOW 	 HIGH 

Productivity 	 Productivity 

45% 	 Always or 
Almost Always Told 62% 

55% 	 Usually, Seldom, 
or Sometimes Told 

or Smetmesold38% 
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CHAUf 6 

Percentages of high and low morale groups
 

describing what their supervisors do
 

584%Ntsh ........................ . ................... 

ENFORCES THE RULES Low............
 

High 	 67%AR.ANGES WORK, 
69%..............................
MAKES WORK ASSIGNMENTSL. 

36SUPPLIES MEN 	 WITH MATERIALS High
AND TOO S 	 Low ::iii::::::iiii:::::::ii:-iii:ii:::::.4 1 % AND OOLLo........................5
 

RECOMMENDS 	 PROMOTIONS, High , 61% 
Low :: 22ILTRANSFERS, PAY INCRASE 

- 47W,'INFORMS MEN ON THAT IS HAPPENING High 
IN THE COMPANY 	 Low I% 

High 	 4KEEPS MEN POSTED ON HOW WELL 
THEY ARE DOING 	 Lo., ::: 

High65
HEARS COMPLAINTS AND GRIEVANCES Low 	 32 % 

of job satisample, employee-centered supervision produces high levels 
faction as well as high productivity. 

Where workChart 6 illustrates the kind of findings being obtained. 
groups with the highest and lowest morale were asked to describe what 

were as shown in Chart 6. The workerstheir supervisors did, the results 
high-moralein low-morale groups mentioned just as often as workers in 

groups that their supervisors performed such production-centered tasks as 
"enforces 	 the rules,' "arranges work and m.kes work assignments," and 

men with materials and tools." But the high-morale groups"supplies 
mentioned much more frequently than the low such employee-centered 

menfunctions as "recommends promotions and pay increases,' "informs 
on what is hapoeraing in the company," "keeps men posted on how well 

tears complaints and grievances. S 
they are doing,'A and 

IMPORTANCE OF THE GROUP RELATIONSHIP 

Books on management and administration tend to deal with the rela
tionship between superior and subordinates, between supervisors and 
employees, as individuals. Research on management similarly has tended 
to focus on the relationship between the superior and the subordinates 
as individuals. We are encountering increasing evidence, however, that 
the superior's skill in supervising his subordinates as a group is an im
portant variable affecting his success: the greater his skill in using group 

I In ii. discussion the term "mnrale" is used as meaning the total satisfactions the individual 
derives from 	his work situation, it is not being used i &synonymous with the degree to which the 
Individual is 	motivated to do his work. 
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methods of supervision, the greater are the productivity and job satisfac
tion of the work group. 

Chart 7 shows the relationship between the feeling that the company
is interested in employees' ideas and suggestions" and the level of em
ployee morale. For both blue-collar and white-collar workers, there is a 
marked relationship between worker morale and how much employees 
feel that their boss is interested in discussing work problems with the 
work group.

Another important and striking relationship is shown in Chart 8. 
Foremen of high-production work groups report much more frequently 
than the foremen of low-production groups that their work groups per
form well when they, the foremen, are absent. High-production super
visors, through group methods of supervision, apparently develop within 
the work group the expectation and capacity to furction effectively
whether the foreman is present or not. This ability to function well in 
the absence of the supervisor is, no doubt, one of the reasons for the 
greater productivity of the high-production groups, 

Chart 9 shows the relationship between group pride (or loyalty) and 
roup productivity. The hi h-production groups show greater group 

loyalty and greater group price than do the low-production groups. We 
are finding th:-tt this relationship holds for many kinds of groups and many 
kinds oft work. In Chart 9, for example, "Situation I" deals with clerical 
workers and "Situation II"' deals with maintenance-of-way crews on a 
railroad. 

In the study of the clerical operations, the workers and supervisors 
who displayed pride in their work group would make such comments as: 
"We have a good group," "We work together well," or "We help out 
each other." One supervisor said about her group: 

CHART 7 

Relation of employee morale to feeling that 
company is interested in employees' ideas 

and suggestions .-. 

PERCENTAGE WHO FEEL COMPANY TAKES 
CONSIDERAILE INTEREST IN EMPLOYEES' 
IDEAS ANQ) SUGGESTIONS 

Level of Morale White Collar Blue Collar 

HIGH 93%I 97% 

MEDIUM 2iI 57%1II
 
LOW42 
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They all have definite assignments, and they're a nice cooperative 
crowd. They lust mp in and do things and never bother me. They 
have a responsibility toward the group. 

HOW GROUP PRIDE AND GROUP LOYALTY OPERATE 

There appear to be several reasons why work groups with high group 
pride and loyalty are the more productive. One reason is that the work
ers cooperate more and help one another in getting the work done. Work 
groups with high group loyalty show more teamwork and more willingness 
to help each other than do those with low group loyalty. In the high
loyalty groups there tends to be a flow of work back and forth between 
the workers depending upon the load. In groups with low group loyalty 
there tends to be more of a feeling that each worker is on his own and 
that how he gets along with his work is his own responsibility. 

The effect upon productivity of workers, helping one another is shown 
in Chart 10. When foremen w.:re asked, "How does your section com
pare with other sections in the way the men help each other on the job?" 
the answers showed a marked relationship to group productivity. The 
foremen of high-production groups reported much more often than the 
foremen of low-production groups that their men helped one another in 
getting the work done. 

The workers in the high-production work groups not only have 
greater group loyalty and help one another more but give this help 
on their own initiative. Workers in groups with low group loyalt at 
times help one another, but then it is more often upon the request of the 

CHART 8 

HIGH -PRODUCTIVITY WORK GROUPS PERFORM 
WELL WHEN FOREMAN IS ABSENT 

FOREMANS REPORT OF MEN'S BEHAVIOR 
WHEN FOREMAN IS ABSENT: 

l men fool around,
wonder off job 

L get stalled  no one 
to handle trouble 

sectional 
talk and 
but stay 

joke 
on job 

L] men work as usual 

productivity 

-HIGH 

-ABOVE AVG-

BELOW AVG-

LOW , 
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CAT 9 

Relation of pride in work group 
to productivity.... 

LEVEL OF PRIDE 
High Medium Low 

SITUATION . 

High Productive 33% 37%sections IF lE N 
Low Productive 049section LEo 3 jJ 7jjj 

SITUATION I 

High Productive F 46%~Tisections L J 
Low Prfductive 11% 35IL 54%set onsI' i..... I i 

foreman. The willingness to help one another displayed by the groups
with high group loyalty seems to come from a better team spirit and 
better interpersonal relationships that the foreman has developed in the 
group. This atmosphere seems to come from group methods of super
vision and assigning work tasks as a whole to the group. Low group
loyalty seems to occur where the foreman deals with workers indi
vidually and makes individual work assignments. One supervisor of a
low productive clerical group described his pattern of supervision as 
follows: 

I apportionout the work to the people in my section and generally
supervise the work handled. If a clerk is out, I have to make arrange
ments to have her work done. The work must go on even though
there are absences. This involves getting work redistributedto th6se 
who are there. 

Another factor contributing to the higher productivity of groups with
high group loyalty is their lower rate of absence from the job. As Chart 
11 shows, persons in groups with high group loyalty are much less likelyto be absent from work than persons in groups with low group loyalty. 
This chart is based on data from white-collar workers. Similar results 
were obtained for blue-collar workers. Liking the work group clearly
results, for all kinds of workers, in less absence from the job. 
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As might be expected, work groups with high group loyalty have 
more favorable attitudes toward production than do groups with low 

group loyalty. Thus we find that high-loyalty groups differ from groups 

of low group loyalty in having higher production goals. Their opinion 

as to what is reasonable production is hi her and is more nearly the same 
a more as that of their 	foreman. Moreover, the higTh-loty groups have 

This is shown in Chart 12.
favorable attitude toward the high producer. 

We are finding that the high-loyalty groups differ from the low in 

ways that form a consistent pattertn. 1n addition to the differences already 
mentioned, the following characteristics have been found. The groups 

with greater group loyalty are more likely to 

-Have greater identification with their group and a greater feeling of 

belonging to it. 
more friends in the group and imthe company-rather than out-Have 

side the company. 
-Have better interpersonal relations among the members of the work 

group. 
-Have a more favorable attitude toward their job and their company. 

-Not only have higher production goals but produce more with less 
sense of strain or pressure. 

CHART 10 

GROUP SOLIDARITY 
AND PRODUCTIVITY 

LOW HIGH 

Productivity-- - -- - Productivity 

59%40% Better Than Most 
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As Most or 40% 

Not As Good 

2% 	 N. -- = 
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HMlr II 

GROUP SOLIDARITY
 
WHITE -COLLAR MEN 

62% 

0 
z 48% 

ZW 

I -- 36% 

CD 
; m , I21% 

Z0 

TIMES ABSENT IN SIX MONTHS 

There is evidence that whenever a supervisor (or manager) abdicateshis leadership role and does not develop a good team spirit, other ersons
within the group will take over and develop some kind of group loyalty.Often the informal leadership which emerges establishes groups with goalscounter to the goals of the over-all organization. Human nature is suchthat there seems to be no question as to whether or not groups will beformed. If constituted leadership lacks group skills and fals to establish 
group leadership, other leadership will emerge and take over. 

DEVELOPING GROUP LOYALTY AND TEAM SPIRIT 

Since high group loyalty an~d a good team spirit seem to result ingreater production, greater job satisfaction, less absence, and, I suspect,less turnover, it is important to ask, "How can group loyalty be developed?"
One factor which exercises an influence is shown in Chirt 13. When asuperior treats subordinates as human beings, it results in greater grouployalty and pride. Moreover, as Chart 14 shows, when supervisors staysufficiently close psychologically to their workers to be able to see the 
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the workers through the eyes of the workers, the super
problems of 
visors are better able to develop good group loyalty. 

The good supervisor is able to identify with his employees and keep 
seems to foster a good team spiritpsychologically close to them. This 

with open communication. It permits the supervisor to understand prob

lems as employees see them and to interpret for top and middle manage

ment the employees' points of view. The supervisor who fails to identify 

with employees becomes psychologically far from them. This makes him 
dealing with problems as employees see themincapable of seeing and 

and hence unable to arrive at mutually satisfactory decisions. This super

viscor is also unable to help middle and top management to see problems 

as employees see them andthereby to help management to arrive at policy 

decisions which will be mutually satisfactory. 
results indicate that it is important for supervisors toOur research 

accept the goals of the over-all organization and to have a clear under
in achieving thestanding of the role and function of their work group 

over-all goals. When supervisors recognize and accept responsibility for 
sameperforming the functions required of their work group ang at the 

time have the capacity to identify with their employees, effective results 

are obtained. 
are, of course, many other factors which are important inThere 

Scattered research in industrydeveloping group loyalty and team spirit. 
and elsewhere indicates that commonly recognized methods of group 

These methods andleadership will yield good group loyalty when used. 
skills include those developed and taught by the National Training 

Laboratory in Group Development. Among the most important of these 

methods are those involving group participation in decisions affecting .the 

CHART 12 

THE RELATIONSHIP OF THE EMPLOYEEIS ATTITUDE TOWARD THE 

PRIDE IN WORK GROUPHIGHLV PRODUCTIVE WORKER AND SECTIONAL 

aKPLOYEBSEMMLYEES04PWYME IN LOWIN MEDIUKIN HIGH PllIMPRIDEPRIDEIF=.NG TOWARD SECTIONSECTIONSSECTIONSHIGMY PIUJCTIZTE 1W)ONR: 

-M E J EL 
MBm EF E J E 



PMIAVA'AtILUN V11 WUINrAI UM 

04ART 13
 

THE RELATIONSHIP OF THE SUPERVISOR'S ATTITUDE TOWARD HIS 
EMPLOYEES AND THE EMPLOYEES' DEGREE OF PRIDE IN WORK GROUP 
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WITH ME CG(ANT 
 W ZZ Z 
group. There is evidence that group participation and involvement are 

eniefcial at all levels in an organization. One of the best ways, for 
example, to have supervisors become aware of the job that needs to be 
done by their work group and to have them accept responsibility for it
is to involve them in decisions where the functions and responsibilities
of their work group are examined and reviewed. 

CONCLUSION: NATURE OF HUMAN MOTIVATION 

Some general conclusions have been stated here as the different re
sults were presented. Additional conclusions emerge, however, as the 
results are looked at in an over-all manner. Thus these results suggest 
an important conclusion as to the nature of human motivation. An ex
amination of the results presented here and of 'esults from other research 
shows that every human being earnestly seeks a secure, friendly, and 
supportive relationship and one that gives him a sense of personal worth
in the face-to-face groups most important to him. The most important
face-to-face groups are almost always his immediate family group and 
his work group. If his formal face-to-face work group is hostie, he de
velops new friendly informal groups. Human nature seems to motivate 
each of us to establish and maintain these friendly supportive relation
ships in those face-to-face groups in which we spend most of our lives. 
Either we successfully establish these friendly and supportive relation
ship. or we crack up.

t is not sur-prising, therefore, that we see people generally striving
fur a sense of dignity and personal worth. We all seem to seek recogni
tion and a sense of importance in terms of the values and goals whi-h 
we cherish and which our-most important face-to-face groups aLco cherish. 

To say that people seek friendly and supportive relationships does 
not mean that they sek to be coddled. Quite the contrary. People seek 
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to achieve a sense of importance from doing difficult but important tasks 
which help to implement goals which they and their friends seek. 

THE FINDINGS APPLIED 

If there is anvhin*g of value in the results presented and the conclu
sions drawn, then when these findings are applied there should be an 
increase in productivity and in job satisfaction. We have been running 
several tests applying these reiults. These tests involve hundreds of 
employees in widely different kinds of industries. I shall report briefly 
the results obtained in one of these tests. 

Chart 15 indicates the effect of participation upon productivity. This 
chart is based on the experiment by Coch and French' designed to employ 
three variations in participation procedure. 

The first variation involved participation through representation of the workers in 
to be made in the jobs. The second variation consisted ofdesigning the changes 

A t-hirdtotal participation by all members of the group in designing the changes. 
(control) group was also used. Two experimental groups received the total par

routineticipation treatment. The (control) group weit through the usual factory 
a newwhen they were changed. The production department modified the job, and 

piece rate was set. A group meeting was then held in which the control group was 

told that the change was necessary because of competitive conditions, and tat a 

new piece rate had been set. The new piece rate was thoroughly explained by the 

time study man, questions were answered, and the meeting dismissed. Experimental 

group I was changed in a different manner. Before any changes took place, a group 

meeting was held with all the operators to be changed. 

The need for the change was presented as dramatically as possible, showing two 
was in 1946 and hadidentical garments produced in the factory; one produced 

,old for 100 per cent more then its fellow in 1947. The group was asked to 

'Coch Lester, and French, John R. P., Jr., "Overcoming Resistance to Change," Homan Relations, 
Vol. [, No. 4 (1948). 

CHART 14 

THE RELATIONSHIP OF THE SUPERVISOR'S ATTITUDE TOWARD HIS 

EMPLOYEES AND THE EMPLOYEES' DEGREE OF PRIDE IN WORK GROUP 
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CHART 15 
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THE EFFECT OF PARTICIPATION ON PRODUCTION 

identify the cheaper one and could not do it. This demonstration effectively shared 
with the group the entire problem of the necessity of cost reduction. A general 
agreement was reached that a savings could be effected by removing the frills" 
and "'fancy" work from the garment without affecting the folders opportunity to 
achieve a high efficiency rating. Management then presented a plan to set the new 
job and piece rate: 
(1) Make a check study of the job as it was being done. 
(2) Eliminate all unnecessary work. 
(3) Train several operators in the correct methods. 
(4) Set the piece rate by time studies on these specially trained operators. 
(5) Explain the new job and rate to all the operators. 
(6)Train all operators in the new method so they can reach a high rate of produc

tion within a short time. 
The goup approved this plan (though no formal group decision was reached) 
and chose the operators to be specially trained. A sub-meeting with the "special" 
operators was held immediately fo-llowing the meeting with the entire group.- They 
displayed a cooperative and interested attitude and immediately presented many 

into the working out, of the details ofrod suggestions. This attitude carried over 
te new job; and when the new job and piece rates were set, the "special" operators 

referred to the resultants as "our job,"' "our rate," etc. The new job and pie rates 
were presented at a second group meeting to all the opeatrs involved The 
"special" operators served to train-the other operators on the ne job. 
Experimental groups 2 and 3 went through much the same ktind of change meetings.
The groups were smaller than experimental group 1, and a more intimate atmos
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was once again made dramatically
phere was established. The need for a change the
clear; the same general plan was presented by management. However, since 

groups were ma all operators were chosen as "special" operators; that is, all 
of the new jobs, and alloperators were to participate directly in the designing 

man. It is interesting to note that 
operators would be studied by the time study 
in the meetings with these two groups, suggestions were immediately made in such 

The group
quantity that the stenographer had great difficulty in recording them. 

formal group decision was reached.approved of the plans, but again no 

in Chart 15 clearly demonstrate the effectivenessThe results shown 
of participation upon production. It is significant that the control group, 
when treated like experimental grous 2 and 3 in another change that 

some months later, showed a productivity record identical tooccurred 
Chart 16 shows these curves.that shown by experimental groups 2 and 3. 

from Coch and French, presents evidenceThe following, also taken 
the power of group standards:on 

Probably the most important force affecting the recovery under the control pro

group standard, set by the group, restricting the level of productio.cedure was a 
production is

to 50 units per hour. Evidently this explicit agreement to restrict 
newrelated to the group's rejection of the change and of the job as arbitrary and 

unreasonable. Perhaps they had faint hopes of demonstrating that standard produc
a more favorable piece rate. In any

tion could not be attained and thereby obtain 
case there was a definite group phenomenon which affected all the members of 

the group.... 
made for all groups of the individual differences within the group

An aualysis was compared
in levels of production. In Experiment I the 40 days before change were 

CHART 16 

s0 

70 

0 
7.60 
W 

~50- -

CONTROL GROUP WITH CONTROL PROCEDURE40 ---
0 -, SAME GROUP WITH TOTAL PARTICIATION 

I
I

I
30 

0 2 4 6 8 I0 J 2 4 6 8 10 12 14 16 18 

AFTER
BEFORE 

DAYS TRANSFWTRANSFER 

A comparisOn of the effect of the control procedure with the total 
participation procdure on the um poup. 



2.9 

MOTIVATION OF WORKERS 73 

with the 30 days after change; in Experiment I the 10 days before change were
compared to the 17 days after change. As a measure of variability, the standard 

deviation was calculated each day lor each group. The average daily standard 
deviations before and after change were as follows: 

Group Varibili y 

Experiment I Before Chamge Atfter Ckang,
 
Control group .................................... 9.8 1.9
 
Experimental I ..................... . ......... 9.7 3.8
 
Experimental 2 ................................... 10.3 2.7
 
Experimental 3 ................................... 9.9 2.4
 

Experiment II
 
Control group .................................... 12.7 


There is indeed a marked decrease in individual differences with the control group 
after their first transfer. In fact the restriction of production resulted in a lower 
variability than in any other group. Thus we may conclude that the group standard 
at 50 units per hour set up strong group-induced forces..... 
The table of variability also shows that the experimental treatments markedly re
duced variability in the other four groups after transfer. 

This experiment by Coch and French shows that the results from 
research can be applied in the shop and can Iield substantial improve
ments in production. This experiment also yielded improvement in atti
tudes toward the job. 

Personnel departments have a very large and important task to per
form in helping the line or anization to apply the results of human rela
tions research. This includes helping the line organization to appreciate 
that employee-centered supervision yields better production and better 
job satisfaction than production-centered supervision. Chart 17, which 
shows what the foremen in a very well-managed company say are the most 
important things they have to do, gives an indication of the magnitude of 
the job that personnel people face in helping the line organization to be
come employee-centered in its supervision. Over three-quarters of the 
foremen in that company state that pushing for production is the most im
portant part of their job. The line organization, moreover, needs help in 
learning the skills required for using employee-centered supervision effec
tively. Research results pointing to effective ways to develop these skills 
are available, but that is a topic for other discussions. 

CHART 17 

What foremen say are the 
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PRODUCTION I 78% 

HUMAN RELATIONS H 
BOTH ES1 



74 READINGS IN PERSONNEL MANAGEMENT
 

APPENDIX
 

The charts presented here are based on research conducted by the 
staff of the Institute for Social Research of the University of Michigan. 
Shown below is the source of each chart and some sources of additional 
related information. All Fthese are publications of the Institute for Social 
Research, unless otherwise specified. 
Charts 1, 2, 3, and 4. Katz, D., et al., Productivity, Supervision and Morale in an 

Office Situation: Part 1, 1950, 84 pp. (Available from the University of 
Michigan Press.) 

Chart 5. Neel, R., Factors Related to Productivity (A Preliminary Report), hecto., 
1952, 8 pp. See also Kahn, R., "The Importance of Human Relations 
Research for Industrial Productivity," in New Solutions to Production Prob
lems, Manufacturing Management Series No. 200, American Management 
Association, New York, 1951. 

Charts 6 and 7. From a study conducted by Floyd Mann which has not yet been 
published. 

Chart 8. Kahn, R., et al., Factors Related to Productivity, mimeo., 1951, 87 pp. 
Chart 9. Katz, D., et al., Productivity)Supervision and Morale in an Office Situation: 

Part 1, 1950, 84 pp. (Available from the University of Michigan Press.) 
See also Katz, D., et al., Productivity, Supervision and Morale among Ral. 
road Workers, 1951, 61 pp. (Available from the Ui4versity of Michigan 
Press.) 

Chart 10. Kahn, R., "The Importance of Human Relations Research for Industrial 
Productivity," in New Solutions to Production Problems, Manufacturing 
Management Series No. 200, American Management Association, New York, 
1951. 

Chart 11. Mann, F., and Baumgartel, H., Absences and Employee Attitudes in an 
Electric Power Company, 1952, 24 pp. 

Charts 12, 13, and 14. Morse, N., Satisfactions in the White-Collar Job, 1953, 235 
pp. (Available from University of Michigan Press.) 

Charts 15 and 16. Coch, Lester, and French, John R. P., Jr., "Overcoming Resistance 
to Change," in Human Relations, Vol. I, No. 4, pp. 415-556, 1948. 

Chart 17. From a study conducted by Eugene Jacobson which has not yet been 
published. 
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One more time: How do you 
motivate employees? 

FrederickHerzberg 

Foreword 
KITA-the externally imposed attmpt by manage-
ment to "install a generator" in the employee-has 
been demonstrated to be a total failure, the author 
says. The absence of such "hygiene" factors as good 
supervisor-employee relations and liberal fringe bene-
fits can make a worker unhappy, but their presence
will not make him want to work harder. Essentially 
meaningless changes in the tasks that workers are as-
signed to do have not accompliohed the desired objec-

H ow many articles, books, speeches, and 
workshops have pleaded plaintively, "How do 
I get an employee to do what I want him to do?" 

The psychology of motivation is tremendous-
ly complex, and wha .has been unraveled with 
any degree of assurance is small indeed. But the, 
dismal ratio of knowledge to speculation has 
not dampened the enthusiasm for new forms 

tive either. The only way to motivate the employee 
is tc give him challenging work in which he can as
sume responsibility. 

Frederick Herzberg, who is Professor and Chairman 
of the Psychology Department ai Case Western Re
serve University, has devoted many years to the study
of motivation in the United States and abroad. He 
is the author of Work and the Nature of Man (World 
Publishing Company, 1966[. 

of snake oil that are constantly coming on the 
market, nrany of them with academic testi
monials. Doubtless this article will have no de
pressing impact on the market for snake oil, 
Author's nte: Ishould like to acknowledge the contributions that Robert 
Ford of the American Telephone and Telegraph Company has made 
to the ideas cxprexsed in this pape, tnd in patticular to the successful 
application of these ideas in improving work performance and thejob satislaction of employees. 

Reprinted by permission from Harvard Business Review, Volume 46, Number 1 (January-February, 1968), 53-62, 
Copyright 1968 by the President and Fellows of Harvard College; all rights reserved., 
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but since the ideas expressed in it have been 
tested in many corporations and other organi-
zations, it will help-I hope-to redress the im-
balance in the aforementioned ratio. 

'Motivating'with KITA 

In lectures to industry on the problem, I have 
found that the audiencej are anxious for luick 
and practical answers, so I will begin with a 
straightforward, practical formula for moving 
people. 

What is the simplest, surest, and most direct 
way of getting someone to do something? Ask 
him? But if he responds that he does not want 
to do it, then that calh for a psychological con-
sultation to determine the reason for is obsti-
nacy. Tell him? His response shows that he 
does r',t understand you, and now an expert 
in communication methods has to be brought in 
to show you how to get through to him. Give 
him a monetary incentive? I do not need to 
remind the reader of the complexity and U'iffi-
culty involved in setting up and administering 
an incentive system. Show him? This means a 
costly training program. We need a simple wa7'. 

Every audience contains the "direct action" 
manager who shouts, "Kick him!" And this 
type of manager is right. The surest and least 
circumlocuted w,,y of getting someone to do 
something is to kick bim in the pants-give him 
what might be dalled the KITA. 

There are various forms of KITA, and here 
are some of them: 

[] Negative physical KITA. This is a literal ap-
plication of the term and was frequently used 
in the past. It has, however, three major draw-
backs: {ij it is inelegant; (2) it contradicts the 
precious image of benevolence that most organi-
zations cherish, and (3) since it is a physical at-
tack, it directly stimulates the autonomic ner-
vous system, and this often results. in negative 
feedback-the employee may just kick you in 
return. These factors give rise to certain taboos 
against negative physical KITA. 

The psychologist has come to the rescue of 
those who are no longer permitted to use nega-
tive physical KITA. He has uncovered infinite 
sources of psychological vulnerabilities and the 
appropriate methods to play tunes on them. 
"He took my rug away"; "I wonder what he 
meant by that"; "The boss is always going 
around me"-these symptomatic expressions of 

ego sores that have been rubbed raw are the 
result of application of: 

0 Negative Psychologifal KITA. This has sev
eral advantages over negative physical KITA. 
First, the cruelty is not visible; the bjeeding is 
internal and comes much later. Second, since it 
affects the higher cortical centers of the brain 
with its innibitory powers, it reduces the pos
sibility of physical backlash. Third, since the 
number of psychological pains that a person 
can feel is almost infinite, the direction and 
site possibilities of the KITA are increased many 
times. Fourth, the person administering the kick 
can manage to be above it all and let the system 
accomplish the dirty work. Fifth, those who 
practice it receive some ego satisfaction (one
upmanship), whereas they 'iiould find drawing 
blood abhorrent. Finally, if the employee does 
complain, he can always be accused of being 
paranoid, sinc.. there is no tangible evidence of 
an actual attack. 

Now, what does negative KITA accomplish? If 
I kick you in the rear (physically 'Jr psycholog
ically), wh9 is motivated? I am motivated; you 
move! Negative KITA does not lead to motiva
tion, but to movement. So: 

01 Positive KITA. Let us consider motivation. 
If I say to you, "Do this for me or the company, 
and in re .arn I will give you a reward, an in
centive, more status, a promotion, all the quid 
pro quos that exist in the industrial organiza
tion," am I motivating you? The overwhelming 
oiinion. I receive from management people is, 
"'Yes, this is motivation." 

I have a year-old Schnauzer. When it was a 
small puppy and I wanted it to move, I kicked 
it in the rear and it moved. Now that I have 
finished its obedience training, I hold up a dog 
biscuit when I want. the Schnauzer to move. 
In this instance, who is motivated-I or the dog? 
The dog wants the biscuit, but it is I who want 
it to riaove. Again, I am the one who is moti
tated, and the dog is the one who moves. In 
this instance all I did was apply KITA frontally; 
I exerted a pull instead of a push. When indus
try wishes to use such positive KITAs, it has 
available an incredible number and variety of 
dog biscuits (jelly beans for humans) to wave in 
front of the employee to get him to jump. 

Why is it that managerial audiences are quick 
to see that negative KITA is not motivation, 
while they are almost unanimous in their judg
ment that positive KITA is motivation? It is 
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because negative KITA is rape, and positive extenued medical coverage is a basic decency,KITA is seduction. But it is infinitcly worse to and stock options are the salvation of Ameri
be seduced than to be raped; the latter is an un- can initiative. Unless the ante is continuously
fortunate occurrence, while the former signifies raised, the psychological reaction of employees
that you were a party to your own downfall, is that the company is turning back the clock.
This is why positive KITA is so popular: it is a When industry began to realize that both thetradition; it is in the American way. The or- economic nerve and the lazy nerve of their emganization does not have to kick you; you kick ployces had insatiable appetites, it started toyourself. listCn to the bChavioral scientists who, more 

out of , humanist tradition than from scien-
Myths about motivation tific study, criticized management for not know

ing how to deil with people. The next KITAWhy is KITA not motivatioi? If I kick my dog easily' followed. 
(from the front or the back) hc will move. And 4. Ihumat relationts training-Over 30 years ofwhen I want him to move again, what must I teaching and, in many instances, of practicing
do? I must kick him again. Similarly, I can psychological approaches to handling peopiecharge a man's battery, and then rccharge it, have resulted in costly human relations programs
and recharge it again. But it is only when he and, in thc end, the saimc question: How do
has his own generator that we can talk about you motivate workers? Here, too, escalations
motivation. Hc then needs no outside stimula- have taken place. Thirty years ago it was neces
tion. He wants to do it. sary to request, "Please don't spit on the floor."With this in mind, we can review some posi- Today the same admonition requires three
tive KITA personnel practices that were devel- "please"s before the employee feels that hisoped as attempts to instill "motivation": superior has demonstrated the psychologically

1. Reducing time spent at work-This repre- proper attitudes toward him.

sents a marvelous way of ni tivating people to The failure 
 of human relations training towork-getting them off the iob! We have re- produce motivation led to the conclusion that
duccd (formally and informally) the time spent the supervisor or manager himself was not psy
on the jol, over the last so or 6o years until we chologically true to himself in his practice of 
are finally on the way to the "6 /.i-day weekend." interpersonal decency. So an advanced form
An interesting variant of this approach is the of hunan relations KITA, sensitivity training,
development of off-hour recreation progr".ms. was unfolded.
The philosophy here seens to be that thoc who 5. Sensitivity training-Do you really, really

play together, work together. The fact is that ivndcrstand yourself? Do you really, really, real
motivated people seek more hours of work, not 
 (-y trust the other man? Do you really, really,
fewer. .cally, really cooperate? The failure of sensitiv

2. Spiraling wages-Have these motivated peo- ity training nowis being explained, by those
pIe? Yes, to seek the next wage increase. Some who have become opportunistic exploiters of
medievalists still (in be heard to say that a the technique, a-" a failure to really (five times)good depression will get employees moving, conduct proper sensitivity training courses.They feel that if rising W/ages don't or won't do With the realization that there are only tem
the job, perhaps reducing them will. porary gains from comfort and economic and 

3. Fringe benefits-Industry has outdone the interpersonal KITA, personnel managers con
most welfare-minded of welfare states in dis- eluded that the fault lay not in what they were
pensing cradle-to-the-grave succor. One company doing, but in the employee's failure to appreci-
I know of had an informal "fringe benefit of ate what they were doing. This opened up ththe month club" going for a while. The cost field of communications, a whole new area of
of fringe benefits in this country has reached "scientifically" sanctioned KITA.
approximately 2.Sr/%of the wage dollar, and we 6. Comnications-The professor of cornstill cry for motivation. munications was invited to join the faculty of

People spend less time working for more management training programs and help in money and more security than ever before, and making employees understand what managethe trend cannot be reversed. These benefits are ment was doing for them. House organs, brief
no longer rewards; they are rights. A 6-day ing sessions, supervisory instruction on the imweek is inhuman, a io-hour day is exploitation, portance of communication, and all sorts of 

http:progr".ms


78 READINGS IN PERSONNEL MANAGEMENT 

propaganda have proliferated until today there 

is even an International Council of Industrial 
Editors. But no motivation resulted, and the ob-

vious thought occurred that perhaps manage-

ment was not hearing what the employees were 

saying. That led to the next KITA. 
or-7. Two-way contLiWtion-Managent 

dered morale surveys, siggestion plans, and 

grouli participation programs. Then both emi-

ployees 	and management were connunicating
 
more than ever, but
and listening to each other 


without much improvement inmotivation. 

The behavioral scientists began to take an-

other look at their conceptions and their data, 

and they took human relations one step further. 

A glimmer of truth was beginning to show 

through in the writings of the so-called higher
so they said,order-need psychologists. People, 


want to actualize themselves. Unfortunately,
 
the "actualizing" psychologists got mixed up 


with the hunan relations psychologists, and a 


new KITA emerged. 

8. job participation-Thoughit may not have 

been the theoretical intention, job participa-

tion often became a "give them the big pic-
iti man is tight-ture". approach. For example, 

ening o,ooo nuts a day on an assembly line 
torque wrench, tell him he is building awith a 

the goal ofChevrolet. Another approach had 
giving the employee a feeling that he is deter-

mining, in some measure, what he does on his 

job. The goal was to provide a sense of achieve-

ment rather than a substantive achievement in 

his task. Real achievement, of course, requires 

a task that makes it possible. 
But still there was no motivation. This led to 

that the employeesthe inevitable conclusion 
must be sick, and therefore o the next KITA. 

use9, Employee coUnseling-The initial of 

this form of KITA in a systematic fashion can 

be credited to the Hawthorne experiment of the 

Western Electric Company during the early 
found that the em-193o's. At that time, it was 

ployees harbored irrational feelings that were 
interfering with the rational operation of the 

factory. Counseling in this instance was a means 
of letting the employees unburden themselves 
by talking to someone about their problems. 
Although the counseling techniques were primi-

tive, the program was large indeed, 
as a resultThe counseling approach suffered 

of experiences during World War II, when the 
s were found to be interfer-programs themseh 

ing with the operation of the organizations; the 
counselors had forgotten their role of benevolent 

listeners and were attempting to do something 
about the problems that they heard about. Psy

chological counseling, however, has managed 

to survive the negative impact of World War 1I 

experiences and today is beginning to flourish 

with renewed sophistication. But, alas, many of 

these programs, like all the others, do not seem 

to have lessened the pressure of demands to 

find out how to motivate workers. 

Since KITA results only in short-term move

ment, it is safe to predict that the cost of these 
programs will increase steadily and new vari

eties will be developed as old positive KITAs 

reach their satiation points. 

Hygiene vs. mnotivators 

Let me rephrase the perennial question this 

way: How do you install a generator in an 
A brief review of my motivationemployee? 

hygiene theory of job attitudes is required be
canfore theoretical and practical suggestions 

be offered. The theory was first drawn from an 
in the lives of engineersexamination of events 

other investigaand accountants. At least 16 
tions, using a wide variety of populations (in

cluding some ii the Communist countries), 
have sinc, been completed, making the original 

research one of the most replicated studies in 

the field of job attitudes. 
The findings of these studies, along with cor

roboration from many other investigations us

ing different procedures, suggest that the fac

tors involved in producing job satisfaction (and 
and distinct from themotivation) are separate 

factors that lead to job dissatisfaction. Since 

separate factors need to be considered, depend

ing on whether job satisfaction or job dissatis
faction is being examined, it follows that these 

two feelings are not opposites of each other. 

The opposite of job satisfaction is not job dis

satisfaction but, rather, no job satisfaction; and, 
similarly, the opposite of job dissatisfaction is 

not job satisfaction, but no job dissatisfaction. 
Stating the concept presents a problem in 

we think of satisfacsemantics, for normally 
tion and dissatisfaction as opposites-i.e., what 

is not satisfying must be dissatisfying, and vice 

versa. But when it comes to understanding the 

behavior of people in their jobs, more than a 

play on words is involved. 
Two different needs of man are involved here. 

One set of needs can be thought of as stemming 
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from his animal nature-the built-in drive to and growth oradvancemiint. The dissatisfaction
avoid pain from the environment, plus all the avoidance or hygiune (KITA) factors that are
learned drives which become conditioned to extrinsic to the job include: company policy
the basic biological needs. For example, hunger, and administration, SLIpervision, interpersonal
a basic biological drive, makes it necessary relationships, working conditions, salary, status, 
to earn money, and then money becomes a spe- and security.
cific drive. The other set of needs relates to A composite of the factors that are involved
that unique human characteristic, the ability in causing job satisfaction and job dissatisfac
to achieve and, through ac!-ievement) to expeli- tion, drawn from samples of r,685 employees, is 
ence psychological growth. The stimuli for the inshown Exhibit I. The results indicate thatgrowth needs are tasks that induce growth; in motivators were the primary cause of satisfac
the industrial setting, they are the job content. tion, and hygiene factors the )rinary cause of
Contrariwise, the stimuli inducing pain-avoid- unhappiness ol the job. The employees, studied 
ance bebavior are fond in the job environment, in 12 different investigations, included lower-

The growth or motivator factors that arc in- level supervisors, professional women, agricultrinsic to the job are: achievement, recognition tural administrators, men about to retire fromfor achievement, the work itself, responsibility, management positions, hospital maintenance 

Exhibit I. Factorsaffecting job attitudes,as reportedinT2 investigaliois 

Factors characterizing 1,844 events on the job that Factors characterizing 1,753 events on the job that
led to extreme dissatisfaction led to extreme satisfaction 

Percentage frequency Percentage frequency
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personnel, manufacturing supervisors, nurses, 
food handlers, military officers, engineers, sci-

entists, housekeepers, teachers, technicians, fe-

male assemblers, accountants, Finnish foremen, 

and Hungarian engineers. 
They were asked what job events had oc-

that had led to extremecurred in their work 
satisfaction or extreme dissatisfaction on their 

part. Their responses are broken down in the 

exhibit into percentages of cotal "positive" job 

events and of total "negative" job events. (The 
ioo% on both the "hy-figures total more than 

giene" and "motivators" sides because often at 

least two factors can be attributed to a single 
accom-event; advancement, for instance, often 

panics assumption of responsibility.) 
response involvingTo illustrate, a typical 


achievement that had a negative effect for the 


employee was, "I was unhappy because I didn't 


do the job successfully." A typical response in 


the small number of positive job events in the 


Company Policy and Administration grouping 

reor-was, "I was happy because the company 


that I didn't report any
ganized the section so 

longer to the guy I didn't get along with." 


As the lower right-hand part of the exhibit 

shows, of all the factors contributing to job 


satisfaction, 81%, were motivators. And of all 

the factors contributing to the employees' dis-
over their work, 697 involved hy-satisfaction 


giene elements. 


Eternaltriangle 

There are three general philosophies of person-

nel management. The first is based on organiza-

tional theory, the second on industrial engineer-
ing, and the third on behavioral science. 

The organizational theorist believes that hu-

man needs are either so irrational or so varied 

and adjustable to specific situations that the 
major function of personnel management is to 
be as pragmatic as the occasion demands. If jobs 

are organized in a proper manner, he reasons, 
the result will be the most efficient job struc-
ture, and the most favorablt job attitudes will 
follow as a matter of course. 

The industrial engineer holds that man is 

mechanistically oriented and economically moti

vated and his needs are best met by attuning 

the individual to the most efficient work pro-The goal of personnel management therecess. 

te±4C 

incentive system and to design the specific work-
ing conditions in a way that facilitates the most 

fore should be to concoct the most appropriate 

struc.efficient use of the human machine. By 
turing jobs in a ranner that leads to the most 

efficient operation, the engineer believes that he 

can obtain the optimal organization of work and 

the proper work attitudes. 
The behavioral scientist focuses en group 

sentiments, attitudes of individuai employees, 
and the organization's social and psychological 
climate. According to his persuasion, he em

phasizes one or more of the various hygiene 

and motivator needs. His approach to person

nel management generally emphasizes some 

form of human relations education, in the hope 

of instilling healthy employee attitudes and an 

organizational climate which he considers to be 
values. He believes thatfelicitous to human 

proper attitudes will lend to efficient job and 

organizational' structure. 
There is always a lively debate as to the over

all effectiveness of the approaches of the organi
and the industrial engineer.zational theorist 

much. But theManifestly they have achieved 
nagging question for the behavioral scientist has 

been: What is the cost in human problems that 

eventually cause more expense to the organiza

tion-for instance, turnover, absenteeism, errors, 
restriction ofviolation of safety rules, strikes, 

output, higher wages, and greater fringe bene

fits? On the other hand, the behavioral scien
put to document much manifesttist is hard 

improvement in personnel management, using 

his approach. 
be depicted as aThe three philosophies can 

triangle, as is done in Exhibit II, with each per

suasion claiming the apex angle. The motiva. 
same angle astion-hygiene theory claims the 


industrial engineering, but for opposite goals.
 

Rather than rationalizing the work to increase
 

efficiency, the theory suggests that work be en.
 

Exhibit 11. 'Triangle'of philosophiesof 
personnel ma~agement 

A 
Industrial engineering 
(jobs) 

B 
Organizational theory Behavioral science 
(work flow) (attitudes) 
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riched to bring about effective utilization of worked out as yet, and they remain rather gen
personnel. Such a systematic attempt to moti- eral, but I have furnished seven useful starting 
vate employees by manipulating the motivator points for consideration in Exhibit 111. 
factors is just beginning. 

The term job enrichment describes this em- A successful application 
bryonic movement. An older term, job enlarge
ment, should be avoided because it is associated An example from a highly successful job en
with past failures stemming from a misunder- richment experiment can illustrate the distinc
standing of the problem. Job enrichment pro
vides the opportunity for the employee's psy
chological growth, while job enlargement mere
ly makes a job structurally bigger. Since scien
tific job enrichment is ",!ry new, this article rri.cplc Mtit, ,,,,,v-d 
only suggests the principles and practical steps A.Rcmoving sonic controls while Responsibility and 
that have recently emerged from several suc- rct.:,ning accountability personal achievement 
cessful experiments in industry. B.Increasing tile accountability Respomsihllity and 

of individuals for own work recognition 
job loading C. Giving I person a complete Responsibility, 

natural unit of work (modulC, achievement, and 
In attempting to enrich an employee's job, man- division, area, and so on) recognition 

agement often succeeds in ieducing the man's D. Granting additional authority Responsibility, 
personal contribution, rather than giving him .,,an employee in his achievement, andactivity; job freedom recognitionan opportunity for growth in his accustomed E.Makingperiodic reports Internal 
job. Such an endeavor, which I shall call hori- directly availablc to the recognition 
zontal job loading (as opposed to vertical load- worker himself rather than 
ing, or providing motivator factors), has been to the supervisor 
the problem of earlier job enlargement pro- F.Introducing new and more Growth and learning 
grams. This activity meicly enlarges the mean- difficuh tasks not previously 
inglessness of the job. Some examples of this handled 

approach, and their effect, are: G.Assigning individuals specific Responsibility, 
or specialized tasks, enabling growth, ando Challenging the employee by increasing them to become experts advancement 

the amount of production expected of him. If 
he tightens xo,ooo bolts a day, see if he can 
tighten 2o,ooo bolts a day. The arithmetic in- tion between horizo'. 1 atid vertical loading of 
volved shows that multiplying zero by zero still a job. The subjects oi ,his study were the stock
equals zero. holder correspondents employed by a very large 

o Adding another meaningless task to the ex- corporation. Seemingly, the task required of 
isting one, usually some routine clerical activity, these carefully sele-ted and highly trained cor-
The arithmetic here is adding zero to zero. respondents was qu.te complex and challenging.

o] Rotating the assignments of a number of But almost Al indexes of performance and job
jobs that need to be enriched. This means wash- attitudes were low, and exit interviewing con
ing dishes for a while, then washing silverware. firme that the challenge of the job existed 
The arithmetic is substitnting one zero for an- merely as words. 
other zero. A job enrichment project was initiated in the 

O Removing the most difficult parts of the form of an experiment with one group, desig
assignment in order to free the worker to ac- nated as an achieving unit, having its job en
complish more of the less challenging assign- riched by the principles described in Exhibit III. 
ments. This traditional industrial engineering A Lontrol group continued to do its job in the 
approach amounts to subtraction in the hope traditional way. (There were also two "uncom
of accomplishing addition. mitted" groups of correspondents fnrined to 

measure the so-called Hawthorne Effect-that 
These are common forms of horizontal loading is, to gauge whether productivity and attitudes 
that frequently come up in preliminary brain- toward the job changed artificially merely be
storming sessions on job enrichment. The prin- cause employees sensed that the company was 
ciples of vertical loading have not all been paying more attention to them in doing some
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thing different or novel. The results for these 
groups were substantially the same as for the 
control group, and for the sake of simplicity I do 
not deal with them in this summary.) No chang-
es in hygiene were introduced for either group 
other than those that would have been made 
anyway, such as normal pay increases. 

The changes for the achieving unit were in-
troduced in the first two months, averaging one 
per week of the seven motivators listed in Ex-
hibit II. At the end of six months the members 
of the achieving unit were found to be outper
forming their counterparts in the control group, 
and in addition indicated a marked increase in 
their liking for their jobs. Other results showed 

that the achieving group had lower absenteeism 
and, subsequently, a much higher rate of pro
motion. 

Exhibit IV illustrates the changts in perfor-
mance, measured in February and March, before' 
the study period began, and at the end of each 
month of the study period. The shareholder 
service index represents quality of letters, in-
cluding accuracy of information, and speed of 
response to stockholders' letters of inquiry. The 

Exhibit V. Shareholderservice index in 
company experiment 
IThrce-month cumulative averagel 

Performance index 

1001 

Achieving / 
8performance 

60 
Control 

40 

.2 
20 

0 s' _ 
Feb. Mar. Apr. May Jun. Jul. Aug. Sept. 

Sx-ths eSix-month study period 

Exhibit V. Changes in attitudestowardtasks 
in company experiment 
[Changes in mean sco over six-month period 

Job reaction mean score 
60 

55 

Achie 

50

45

40 
Control 

35 
March September 
Time between surveys 

index of a current month was averaged into the 
average of the two prior months, which means 
that improvement was harder to obtain if the 
indexes of the previous months were low. The 
"achievers" were performing less well before 
the six-month period started, and their perfor
mance service index continued to decline after 
the introduction of the motivators, evidently 
because of uncertainty over their newly grant
ed responsibilities. In the third month, however, 

improved, and soon the members 
of this. group had reached a high, level of ac. 
complishment. 

Exhibit V shows the two groups' attitudes 
toward their Job, measured at the end of March, 
just before the first motivator was introducedt, 
and again at the end of September. The cor
respondents were asked 16 questions, all involv. 
ing motivation. A typical one was, "As you see 
it, how many opportunities do you feel that you 
have in your job for making worthwhile contri
butions?" The answers were scaled from i to 5, 
with 8o as the maximum possible score. The 
achievers became much more positive about 
their job, while the attitude of the control unit 
remained about the same (the drop is not sta. 
tistically significant). 

How was the job of these correspondents re
structured? Exhibit VI lists the suggestions made 
that were deemed to be horizontal loading, and 
te aciual vertical loading changes that were in
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Exhibit VI. Enlargementvs. enrichmentof correspondents'tasks in company experiment 

Horizontal loading suggcstions Irelectd) Vertical loading suggtions (adopted) Pzinciplc 

Firm quotas could be set for letters to Subject matter experts were appointed within each unit for G
 
be answered each day, using a rate other members of the unit to consult with before seeking
 
which would be bard to reach. supervisory help. (The supervisor had been answering all
 
The women could type the letters them- specialized and difficult questions.)
 
selves, as well as compose them, or Correspondents signed their' own names on letters. (The B
 
take on any other clerical functions. supervisor had been signing all letters.)
 
All difficult or complex inquiries could The work of the more experienced correspondents was proof- A
 
be channeled to a few women so that read less frequently by supervisors and was done at the cor
the remainde could achieve high rates respondents' desks, dropping verification from ioo% to to%.
 
of output. These jobs could be ex- (Previously, all correspondents' letters had been checked by
 
changed from time to time. the supekivsor.)
 
The women could be rotated through Production was discussed, but only in terms such as "a full D
 
units handling different customers, awl day's work is expected." As time went on, this was no longer
 
then sent back to their own units. mentioned. (Before, the group had been constantly reminded
 

of the number of letters that needed .to he answered.}
 
Outgoing mail went directly to the mailroom without going A
 
over supervisors' desks. (The letters had always been routed
 
through the supervisors.)
 
Correspondents were encouraged to answer letters in a more 

personalized way. (Reliance on the form-letter approach had
 
been standard practice.)
 
Each correspondent was held personally responsible for the B, E
 
quality and accuracy of letters. (This responsibility had been
 
the province of the supervisor and the verifier.)
 

corporated in the job of the achieving unit. The rich the jobs, without concern for their prac
capital letters under "Principle" after "Vertical ticality. 
loading" refer to the corresponding letters in 4. Screen the list to eliminate. suggestions that 
Exhibit III. The reader will note that the re- involve hygiene, rather than actual motivation. 
jected forms of horizontal loading correspond 5. Screen the list for generalities, such as "give 
closely to the list of common manifestations of them more responsibility," that are rarely fol
the phenomenon on page 59, left column. lowed in practice. This might seem obvious, 

but the motivator words have never left indus
try; the substance has just been rationalized 

Steps to job enrichment and organized out. Words like "responsibility,"
"growth," "achievement," and "challenge," for 

Now that the motivator idea has been described example, have been elevated to the lyrics of the 
in practice, here are the steps that managers patriotic anthem for all organizations. It is 
should take in institu**ng the principle with the old problem typified by the pledge of alle
their employees: giance to the flag being more important than 

1.Select those jobs in which (a) the investment contributions to the country-of following the 
in industrial engineering does not make changes form, rather than the substance.
 
too costly, (b) attitudes are poor, (c) hygiene is 6. Screen the list to eliminate any horizontal
 
becoming very costly, and (d) motivation will loading suggestions.
 
make a difference in performance. 7. Avoid direct participation by the employees
 

2. Approach these jobs with the conviction whose jobs are to be enriched. Ideas they have 
that they can be changed. Years of tradition expressed previously certainly constitute a valu
have led managers to believe that the content able source for recommended changes, but their 
of the jobs is sacrosanct and the only scope of direct involvement contaminates the process 
action that they have is in ways of stimulating with human relations hygiene and, more spe
people. cifically, gives them only a sense of making a 

3. Brainstorm a list of changes that may en- contribution. The job is to be changed, and it 

C 



84 READINGS IN PERSONNEL MANAGEMENT 

is the content that will produce the motivation, 
not attitudes about being involved or the chal
lenge inherent in setting up a job. That process 
will be over shortly, and it is what the employ-
ees will be doing from then on that will deter-
mine their motivation. A sense of participatiorn 
will result only in short-term movement, 

8. In the initial attempts at job enrichment, 
set up a controlled experiment. At least two 
equivalent groups should be chosen, one an ex-
perimental unit. in which the motivators are 
systematically intrbduced over a period of time, 
and the other one a control group in which no 
changes are made. For both groups, hygiene 
should be allowed to follow its natural course 
for the duration of the experiment. Pre- and 
post-installation tests of performance and job 
attitudes are necessary to evaluate the effective-
ness of the job enrichment program. The atti-
tude test must be limited to motivator items in 
order to divorce the employee's view of the job 
he is given from all the surrounding hygiene 
feelings that he might have. 

9. Be prepared for a drop in performance in 
the experimental group the first few weeks. The 
changeover to a new job may lead to a tempo-
rary reduction in efficiency. 

10. Expect your first-line supervisors to ex-

perience some anxiety and hostility over the 
changes you are making. The anxiety comes 

from their fear that the changes will result in 
poorer performance for their unit. Hostility will 

arise when the employees start assuming what 
the supervisors regard as their own responsibil-
ity for performance. The supervisor without 
checking duties to perform may then be left 
with little to do. 

After a successful experiment, however, the 
supervisor usually discovers the supervisory and 
managerial functions he has neglected, or which 
were never his because all his time was' given 
over to checking the work of his subordinates. 
For example, in the R&D divisioti of one large 
chemical company I know of, the supervisors 
of the laboratory assistants were theoretically 
responsible for their training and evaluation. 
These functions, however, had come to be per
formed in a routine, unsubstantial fashion. Af
ter the job enrichment program, during which 
the supe' tisors were not merely passive obseiv
ers of .- ,e assistants' performance, the super
visors actually were devoting their time to re
viewing performance and administering thor
ough training. 

What has been called an employee-centered 
style of supervision will come about not through 
education of supervisors, but by changing the 
jobs that they do. 

Concludingnote 

Job enrichment will not be a one-time proposi
tion, but a continuous management function. 
The initial changes, however, should last for a 
very long period of time. There are a number 
of reasons for this: 

0 The changes should bring the job up to the 
level of challenge commensurate with the skill 
that was hired. 

0 Those who have still more ability even
tually will be able to demonstrate it better and 
win promotion to higher-level jobs. 

0 The very nature of motivators, as opposed 
to hygiene factors, is that they have a much 
longer-term effect on employees' attitudes. Per
haps the job will have to be enriched again, but 
this will not occur as frequently as. the need 
for hygiene. 

Not all jobs can be enriched, nor do all jobs 
need to be enriched. If only a small percentage 
of the time and money that is now devoted to 
hygiene, however, were given to job enrich
ment efforts, the return in human satisfaction 
and economic gain would be one of the largest 
dividends that industry and society have ever 

reaped through their efforts at better personnel 
management. 

The argument for job enrichment can be 
summed up quite simply: If you have someone 
on a job, use him. If you can't use him on the 
job, get rid of him, either via automation or by 
selecting someone with lesser ability. If you 

can't use him and you can't get rid of him, 
you will have a motivation problem. 
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THEORETICAL AND EMPIRICAL CONSIDERA-

TIONS OF THE TWO-FACTOR THEORY OF
 

JOB SATISFACTION
 

G. V. SARVESWARA RAO 

JOB satisfaction is one of the most significant areas in indus
trial psychology and one of the major perplexing problems 

that management is faced with in industrial organizations. Likert 
says that one can assess the human resources of an organization 
by means of attitude surveys and that factors such as job satis
faction will enable organizations to determine the influence of 
actions on all pertinent organizational resources. Recent litera
ture tended to focus upon job satisfaction and its correlates rather 
than upon manipulation of people so much so a change in em
phasis is shifted from "Personnel Management" to "Psychology 
of Men at Work" (Smith and Cranny, Hinrichs ). As Lawler has 
pointed out, unlike many other areas in industrial psychology 
which have depended for their concepts on sister disciplines, job 

Mr. G. V. Sarveswara Rao is Research Scholar, Department of Industrial 
Management, Indian Institute of Science, Bangalore. 

Reprinted by permission of the publisher and author from Indian Journalof 
IndustrialRelations, Volume 7, No. 3 (January, 1972), 311-30. 
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satisfaction is an area where industrial psychologists not only 
contributed much but an area which is almost considered as 

synonymous with industrial psychology. Many theories have 
been offered to explain the behaviour of men at work, such as 

Maslow's "need hierarchy theory", McGregor's "theory X and 

Y", Argyris's "maturity-immaturity theory", and Herzberg's 

"two-factor" theory, to mention only a few. Of the theoretical 
perspectives, none has given rise to such a proliferation of re
search articles and doctoral dissertations and none has at the same 
time given rise to such a heated and often belated controversy 
as the two-factor theory of job satisfaction proposed by Herzberg, 
Mausner, and Snyderman. 

THEORETICAL FOUNDATIONS OF THE TWO-FACTOR THEORY 

As contrasted with previous research on job satisfaction, the 

two-factor theory advocated by Herzberg et al. explored job satis

faction from a basically dynamic view and offered an approach to 

an understanding of motivation to work. Following Herzberg et at. 

study, Herzberg amplified his theory into a full-blown theory 

of motivation to work wherein the nature of man in the world 

of work was presented with a tenderminded idealistic philosophy. 

Herzberg was concerned to test the proposition that man had two 

kinds of needs: his need as an animal to avoid pain and his need 

as a rational animal to grow psychologically. A person's basic 

needs can be schematically represented as two parallel lines point

ing in opposite directions. 

Animal - Adam - Avoidance of pain .oom environment 

Human - Abraham - Seeking growtti from tasks 

(Source: F. Herzberg, Work and the Nature of Man) 

One line points man's animal Adam nature which is con

cerned with avoidance of pain arising from environment, and 

the other concerns with human Abraham nature dealing with 

possibilities of psychological growth and self-fulfilment. This is 

the philosophical approach for the two-factor theory. 

The two-factor theory per se was hypothesized by Herzberg 

et al. by studying 200 engineers and accountants. This study was 

designed to specify attitudes, identify factors, and examine the 

effects of attitudes expressed by the respondents. A semi-struc
known as "critical incident technique", wastured interview, 

employed to elicit the required information. The subjects were 

asked to think of a time, either recently or any other time, when 
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they felt exceptionally happy or unhappy and were required 

to tell various events which made them feel so. By means of 

coitent analysis, Herzberg and his associates noted an important 
distinction between two kinds of factors: one group of factors 
dealt with the nature of job and the other was related to the 

environment in which the job was done. One set ot factors con

tributed to satisfaction. They are referred to as intrinsic, job 

content, motivators, or satisfiers-achievement, recognition, work 

itself, responsibility, advancement, and psychological growth. 

Another set of factors was instrumental in bringing about dis

satisfaction. They are called as extrinsic, job context, hygienes, 

or dissatisfiers-working conditions, salary, relations with 

co-employees, relations with subordinates, relations with 

supervisor, technical supervision, company policies and 

practices, job security, status, and 'personal life. Motivators 
to have littlecontributed to satisfied feelings, but were found 

potency for dissatisfied feelings. Similarly, hygienes contributed 

more to dissatisfaction than they did to satisfaction. The pre

potency and the unidirectionality of the factors in eliciting satis

fied and dissatisfied feelings led Herzberg and his associates to 

postulate that satisfaction and dissatisfaction were two separate, 

distinct, and independent feelings. They are, in other words, 

unipolar dimensions. The opposite of satisfaction is no satisfac

tion, and the opposite of dissatisfaction is no dissatisfaction. The 

traditional view, on the other hand, conceives satisfaction and 

dissatisfaction as bipolar dimension. According to this view, the 

absence of the one ipso facto indicates the presence of the other. 

Schematically, the -%ews may be represented as follows: 

Dissatis faction- ------.. Dl-.b!Vm ¥-------Sati s faction
 
_.. Two-factor theory Motivatorss__ ._
 

No satis faction ->Satis facti..n....
.en!.. 

Dissatisfacton<--qv,---09191102... ----.- No dissatisfaction 

(Source :D. A. Whitsett and E. K. Winslow, "An Analysis of 

Studies Critical of the Motivator-Hygiene Theory", Per

sonnel Psychology, 1967, Vol. 20, pp. 391-415.) 

The two-factor theory was not only applied to job satisfaction 

but was also extended to management development programmes, 

industrial relations, mental hygiene, and psychotherapy. As a 

prelude to his book, Herzberg offers a "new industrial psycho
logy". 

Herzberg further delineates the implications of his theory to 
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practices of organizations.the day-to-day industrial relations 
Although industrial relations personnel must give importance to 

both motivator and hygiene needs, they :;hould clearly differen

tiate the respective roles these variables play in work life. Herz

berg advocates job enrichment instead of job enlargement as a way 

of catering to a person's motivator needs. The "motivator seeker" 

and the "hygiene seeker", as Herzberg says, have various values, 

aspirations, needs, personality make-up, and these two "seekers" 

are distinctly different from each other. Another interesting fea

ture in the Herzberg et al. theory is that motivators not only en

able a person to feel satisfied but they induce him to produce and 

perform more in his job. Hygienes, on the other hand, do not have 

that potency to contribute to job behaviour. It must be noted. 

that Herzberg et al. did not clearly spell out in detail about the re

lation of satisfaction and productivity in the light of their theory. 

Moreover, the observation that respondents who were satisfied with 

to perform better was based on self-reportedmotivators tended 
verbalized statements of the subjects who thought they had per

formed better when felt satisfied. No objective performance indices 

were taken into account. 

AN EVALUATION OF THE THEORY 

Amidst the welter of findings, often inconclusive and conflicting, 
in their review,which Herzberg et al. had taken into account 

et al. tried tothe two-factor theory proposed later by Herzberg 
dynamic approach to the motivation tooffer an insightful and 

hailed the theory as "... an imwork. Dunnette and Kirchner 
portant step forward in our efforts to understand human motiva

... " Vroom observed that "Herzberg and his associatestion. 
deserve credit for directing attention toward the psychological 

effects of job content, a problem of great importance in a world 

of rapidly changing technology". Despite their caustic criticism 

of the theory, Dunnette et al. remarked that Herzberg and his 
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associates "accomplished three important objectives ...first, they 
discovered those features of job situations making the difference 
between satisfaction and dissatisfaction. Second, they broke 
with the static tradition of most previous research by emphasizing 
those job features leading to changes in feelings toward the job. 
Third, and most important, by analysing the content of the stories, 
the investigators developed a taxonomy of job situations-consist
ing of satisfying features wich employees presumably would 
seec to attain or prolong, and of dissatisfying features which em
ployees presumably would seek to avoid or dispel." 

In spite of these redeeming features, the theory has been 
subjected to several criticisms. Ewen criticized the theory on 
several grounds such as the narrow range of the jobs investigated, 
the use of only one measure of job attitudes, the absence of reli
ability and validity of critical incident methodology, and the lack 
of a measure of overall satisfaction. One of the most pertinent 
criticisms of the theory is that it is method bound. The theory 
suffers from the weaknesses inherent in the critical incident me
thodology. This point was voiced by Kahn, Bray'ield, Vroom 
and Maier, Vroom, and Dunnette et al. The view is that 
persons when satisfied attribute the causes of their feelings to 
themselves. When they are dissatisfied they attributed their own 
failures to the causes outside themselves. Therefore, the ego de
fences are at work when people say they are satisfied or dissatis
fied. Further, the categorization of factors into motivators and 
hygienes requires not only the respondent's accuracy and vera
city of self-reports, but also the interpietation of the rater which 
vitiates the results. The two-factor theory was not based on current 
satisfaction with the present job situation and hence, as House 
and Wigdor pointed out, there was no control over the time 
factor. The subject is asked to think of a time, either recently 
or any other time, when he felt satisfied or dissatisfied, as the 
case may be, and then report his feelings. As Wernimont point
ed out, a currently satisfied person who responds to his retros
pective feelings may have a "satisfied respondent bias". Ewen 
further commen'ts on the pitfalls of the theory saying that it is 
easier- to recall incidents related to achievement or. to a promo
tion than incidents which follow no achievement or no promotion. 
In other words, some motivators may have no easily worded nega
tive obverse and some hygienes may have no positive obverse. 
Schwab and Heneman pointed out that the analytic procedure 
employed in the theory exaggerated the claims of the theory. 
Hinton remarked that once the method departed from the story
telling technique of the theory, the results varied from those pre
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dicted by the theory. The two-factor theory was limited by 

many situational, demographic, and moderator variables. This 
observation has been expressed in most of the investigations re
viewed in this paper. 

It must be said, in passing, that most investigators have not 

tested the theory with the theory's very rationale. They have 
tested the theory with some bipolar assumptions either in their 

scales or in the variables of their study or both. This procedure 
does not test the rationale of the two-factor theory. Most of the 
psychological .constructs are generally considered as bipolar. But, 
as Thompson pointed out, there is a danger in converting what 
is essentially a unipolar construct into a bipolar one. He empha
sized the need to differentiate between what was "convertible" 
or "tautologous" and "inconvertible" bipolarity. Herzberg is not 

wrong L his view to treat satisfaction and dissatisfaction as "in

convertible" polar concepts in which negation-involving opp._ sites 

are separated by strong antithesis but do not completely define each 

other. The question is not whether Herzberg is right or not in 

conceiving the concepts of his study but whether he has succeed

ed in establishing them or not. When once we treat satisfaction 

and dissatisfaction dimensions as if they are separate and then 

ask the respondent to report his feeling under the respective di

mensions, we not only introduce a "response set" in the subject 

but also commit the mistake of confusing the sequence with con

sequence as Sarveswara Rao has pointed out. 
There is really a dilemma involved in trying to test the 

theory. On the one hand, we have to treat satisfaction and dis

satisfaction separately if we are to test the hypotheses of the 
we introduca many limitationstheory. On the other, by doing so, 

which, naturally, would prove premises from conclusions rather 

than the reverse as noted above. The fact that investigators, cited 

above under the heading "studies partially supportive of the 

theory", consistently proved the dimensional independence bet

ween satisfaction and dissatisfaction shows the limitations in

herent in the conceptions of the two-factor theory. It goes 
of the studies, the variable indewithout saying that in most 

pendence advocated by the two-factor theory has been 

consistently disproved. The two-factor theory is not only 
as observedmethodologically bound but also conceptually bound, 

by Sarveswara Rao. When a different methodology and rationale 

was used to test the theory, the results did not support it. 

Behling et al. remarked that efforts must be made to the 

development of many measuring devices and te-.hniques which 

will provide reliable and consistent data and "... any attempt to 
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produce a single measure of job satisfaction, whether it is based 
on a conventional uniscalar or a Herzberg duality analysis, is 
doomed to failure". They argued that there was a need for re
orientation in the treatment of intervening variables connecting 
the aspects of work and the work environment to employee 
behaviours. 

The two-factor theory, as Vroom has noted, is causal and 
prescriptive. Herzberg assumes that the variations in motivator 
and hygiene factors will have their corresponding effects on job 
behaviour such as productivity, absenteeism, and turnover. Herz
berg, as Vroom commented, "appears to be arguing that the satis
iers are also motivators, i.e., that those job content conditions 
which produce a high level of satisfaction also motivate the person 
to perform effectively on his job". But there has not been any 
clear-cut evidence established between satisfaction and produc
tivity as may be seen in the reviews of Brayfield and Crockett 
and Vroom. It may be noted that in the Herzberg study, em
ployees reported about their performance effects, and no attempt 
was made to collect objective indices of their productivity. But, 
as Friedlander commented, "according- to the protestant ethic 
it is conceivable that self-reports of increased job performance 
may be nothing more than moral justification for increased job 
enjoyment". On the contrary, job satisfaction might be a result 
rather than the cause of effective job performance as the studies 
of Lawler and Porter and Heron go to show. 

Cummings and Elsalmi reviewed various studies dealing 
with the two-factor and the Maslowian theories and concluded 
that as yet there did not exist a unified theory of motivation (ma
nagerial). They enumerated some of the reasons for such a con
clusion. Wolf also noted the salient features of the Maslowian 
and the Herzbergian theories and proposed a "need gratification 
theory". These studies show not only the limitations of the two
factor theory but the possibility of the theory being considered 
from broad perspectives as well. 

CONCLUSION 

The present review shows that the two-factor theory has more 
limitations than it is willing to admit. It is true that Herzberg et al. 
made an attempt to systematize the findings which were otherwise 
conflicting. When Kurt Lewin was supposed to have said that 
"there is nothing so practical- as a good theory", he probably had 
in mind the hypothetico-deductive method which was sine qua non 
of all sciences. A theory should generate hypotheses from which 
testable deductions can be made. When a theory falls short of its 
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explanatory power, it should be capable of being tested by alter
native, and often competing, hypotheses from the perspective 
of "strong inference". 

A test of a good theory is that it should not only be capable of 
being verified but, what is more important, as Karl Popper 
remarked, it should be capable of being proved wrong. The two
factor theory does not admit of such a contention. An empirical 
proposition, as Lykken reiterated, besides having statistical 
significance, must possess substantive meaningfulness. Following 
Lykken's terminology, we may say that those who have "iiterally" 
replicated the theory mostly confirmed it; those who have 
"operationally" replicated have not fully supported the theory; 
and those who have "constructively" replicated have concluded 
that the theory is too simple to explain the dynamic nature of 
occupational life. Both the generality and the validity of the 
theory are questionable. 

IMPLICATIONS FOR MANAGEMENT 

Management would do well to note the clear import of the two-fac
tor theory since it appears to have "seductive simplicity". 
Management must give equal importance to both motivator and 
hygiene needs. The fact that so much of attention is being given 
to lower-order or hygiene needs for the blue-collar workers by 
way of financial and non-wage incentives goes to show the increas
ing concern on the part of management to make employees feel 
more satisfied and motivated. The concern is not merely to make 
them feel neutral or having feeling of no dissatisfaction as Herz
berg's theory would have us believe. For these employees so 
long as the basic needs are not satisfied the question of satisfaction 
with higher-order needs does not arise. Consequently, job enrich
ment programmes would not pay rich dividends for these em
ployees. There is an element of truth when Herzberg says that 

for higher occupational employees jobs must be assigned in which 
they are able to accomplish something. They must be given 

recognition for the above-average performance. They should 
be given advancement, by assigning them more responsi

bility as quickly as their skills would permit and letting 

them know where they stand within the organization and where 
the possibility for their growth lies. Management must bridge 

organizaional goals and individual needs not only because 
organizations would, as a consequence, be deemed as more healthy 



MOTIVATION OF WORKERS 93 

buAc also due to the fact, as research evidence shows, that o,-ganiza
tional factors such as structural and contextual factors have an 
influence on employee attitudes. Considerable attention must be 
paid by organizations in trying to match job attitudes and job
behaviour. It must be recognized that a satisfier nced not be a
motivator. Employees' expectations, suitable rewards based on 
clear perception of increased effort and its relation to performance 
are some of the factors-moderator and contingency variables as 
they have come to be calied-which must be taken note of by 
management. 
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Application to health, social welfare, and family planning 
It requires only casual observation of the performance of white collar 

workers in most organizations to appreciate that worker-to-worker variation 
in productivity is tremendous, and that differences in motivation seem to 
underlie this variation. Despite the fact that wholly unmotivated workers are 
supposed to be discharged because of their low productivity, this variation 

persists evwn among the most senior employees of the organization. Some em
ployees are "workaholics" and seem to be more devoted to hard work than to 
their homes. Others seem to have "retired on the job" and take advantage of 

the fact that they "have tenure" (have been on the job so long that they can
not morally be fired) to perform perfunctorily or barely adequately. TI-ds var
iation may be observed at all levels-among typists or secretaries, among 
nurses and social workers, among teachers or professors, and even among divi
sion 	heads and vice presidents. Thus, the problem of worker motivation is a 
major concern for all who manage white-collar workers. 

It should be noted that Herzberg began to formulate his theory by observ
ir,' vhite-collar workers (accountants and engineers) and gradually extended 
it to other occupations lower on the socioeconomic scale. Those who have 
responsibility for inspiring greater productivity and higher quality of perfor

mance among deficient white-collar members of their staff are as desperately 
in need of a theory or set of principles upon which to base their actions as is 

the manager of masses of factory workers. The KITA approaches described 
by Herzberg have even greater danger of being ineffective because the kickee 
is a person with above-average sophistication and more independent opinions 

of what constitutes justice on the job. The recommendations of Likert and 
Herzberg concerning the motivation of workers should be viewed as critically 
important ones for personnel management of white-collar workers, including 
health, welfare and family planning workers. The recommendations for man

agement, presented in the last section of Rao's paper, are of tremendous prac
tical applicability in the fields of H-SW-FP. Systematic and comprehensive 
research to test the Likert and Herzberg theories is urgently needed. 

Questions for discussion and exercises 
1. If 	H-SW-FP field workers are dissatisfied with their work, they may be 

expected to communicate this in their contacts with thie public. According to 
the Likert thesis, which of the following management policies should provide 
greater job satisfaction (and quality of performance by implication)? 

(a) 	 A pay increase or loose supervision? 
(b) 	 Using employees' ideas and suggestions or holding frequent com

pany picnics? 

2. Compile a list for H-SW-FP workers of what would be called "hygiene 
variables" by the Herzberg theory. Compile another list for the "maintenance 
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variables." Do you agree or disagree that work satisfaction would be increased 
by maximizing the items in the first list, and that madmizing items in the sec
ond list would only remove dissatisfaction? 

3. Study carefully the data-collecting process used by Herzberg. Then go to 
a nearby health or family planning clinic and interview five workers using his 
technique. Code the responses you get into the Herzberg categories. Can you
divide the responses into motivation and maintenance variables? Which seem 
to be more closely related to job satisfaction and which to job dissatisfaction? 
Compare your list with Item 2 above. 

4. Often H-SW-FP field workers are paid on a piece-rate basis (a payment 
for each client served or new adopter recruited). This is called an "incentive" 
system. Would Herzberg consider this to be "KITA" motivation? Is it possible
to promote the generation of the Herzberg "motivation" factors while paying 
on the incentive system? 

5. Assume that a H-SW-FP organization with which you are familiar has de
cided to try out the Herzberg theory in one district. What changes would it 
make in its p:esent personnel management policies? 

6. Compare "theory X vs. theory Y" as presented in Chapter 1 with the 
"hygiene vs. motivator variables" of the present chapter. In what respects are 
they alike and in what respects do they differ? 

7. How would the structuralists, discussed in Chapter 2, view the hygiene 
and the motivatbr variables? 



Chapter Four 

PERSONNEL PLANNING 

One of the long-range functions of personnel management is to prepare and 

annually revise a comprehensive five to ten-year plan for manpower. This calls 

for estimating the total number who will be employed in each future year and 

how these employees will be distributed among the various functions and oc

cupations. It also requires an ebimate of how many present employees will be 

lost through retirement or dismissed each year, how many will be promoted, 

and how many new employees of each category must be recruited. With such 

a plan in hand, the total personnel management task can be attacked more in

telligently. 
The two papers presented in this section develop the argument for man

power planning, outline the steps by which the plan is constructed, and pro

vide useful hints for making practical use of the plan. The first article, by 

Bruce P. Coleman, provides a broad overview of manpower planning. Its cen

tral point is that effective and efficient attainment of the organization's ob

jectives should be the central theme of manpower planning. The second ar

ticle, by C.P. Johnson and M. A. Meredith, sets forth the specifications and 

lists the steps involved. 

96 
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AN INTEGRATED SYSTEM 
FOR MANPOWER PLANNING. 

BRUCE P. COLEMAN 

The purpose here is to provide a con-
ceptual but practical approach to manpower 
planning and programming. The approach is 
broad and comprehensive in order to present 
a total concept that serves the following 
purposes: to accommodate or expand upon 
divergent definitions as well as provide a set 
of suggested general definitions; to integrate
the several functions of manpower planning 
into a system of planning and programming; 
to suggest the means for integrating man-
power planning with other planning functions 
of the firm; and to provide the baih for the 
design of rograms tailored to fit the specific 
needs of particular organizations. 

Two key definitions are required before 
the manpower planning process can be 
examined. Manpower planning is the process
of determining manpower requirements and 
the means for meeting those requirementsin 
order to carry out the integratedplans of the 
organization.It includes determining types of 
skills and capabilities, numbers of people, and 
location and timing of manpower needs. 

Given the manpower requirements Pad 
general policy direction, manpower pro-
gramming consistsof structuringprogramsfor 
providing the organization with the needed 
manpower. It is vitalthe link between the
 
definition of requirements and the placement

and continual development of the individual 

on the Job. 

These are general definitions. As the 
discussion proceeds, it will become apparent 
how these can be made more specific with 
respect to particular activities involved in the 
process. In addition, these definitions can 
later acquire prefixes that will specify the 
type of manpower skill and the length of the 

planning period. 

A FIVE-STAGE SYSTEM 

Conceptually, the process of manpower
planning can be viewed as a five-stage system 
(see the accompanying figure). The first stage 
is the determination of organizational objec
tives and plans for the planning period. In 
many instances, these may be taken as given 
for manpower planning, but, in other 
instances, they cannot. The second stage is 
the determination of gross manpower require
ments for the planning period. These require
ments constitute the total manpower needed 
for carrying out the integrated plans of the 
organization. Third, the manpower inventory, 
or current in-house capability, is determined. 
The fourth stage is the definition of net 
manpower .quirements for the planning 
period. These requirements are obtained by 
deducting the manpower inventory from gross
requirements. The fifth stage consists of 
programming to meet the net m. power 
requirements. The programs may require 
expansion, contraction, or internal adjust
ment of the present work force. 

The remainder of this article develops and 
illustrates each of the stages in the process.
The final section discusses integration of the 
stages and feed-back aspects of the total 
process. 

Organizational Goals and Manpower 

The formulation of organizational objectives 
and plans and manpower planning are inter
dependent at all organizational levels. This 
interdependence. is particularly apparent for 
long-range planning. A look at the two-way 
relationships should identify and illustrate 
this interdependence. The fundamental 

Reprinted by permission from Business Horizons, Volume 13 (Oct., 1970), 89-95. 
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Manpower Planning and Programming Process efficiency and effectiveness enter the picture 
in terms of minimum cost and effective 

ron,.,ion Objetives utilization of manpower resources in order to 
O dand obtain a respectable return. on investedMa 

capital. Intimate knowledge of organizational 

powe plans and participation in the planningSGa 
Requirennts 	 process can enhance efficiency and effective

ness. Close attention to the determination of 

Manpo.e Iv ] maapower requirements and programming in 
Iterms of quality of skills, timing of their 

acquisition, utilization of skills, and their 
Raquemnnts numbers and cost can yield significant returns 

in terms of investment and utilization of 

human resources.pPrors 
Aside from the need to meet the firm's 

economic objectives, there are those programs 
that contribute less to the organization's 

Contaction Expansion F Adujitmt 	 profit picture, especially in the short run. 

These programs carry more social impact. At 
one extreme, a firm might be involved in 

objective of manpower planning and pro- attacking problems of transportation, 
gramming is to provide the organization with housing, air and water pollution, or recre
the personnel to perform the activities that ation. Clearly, participation in such programs 
will achieve organizational goals. Conse- diverts organizational resources from the 
quently, objectives and plans at all levels of primary economic mission. 
the organization provide the basis for defining 
manpower requirements. 

Manpower data (availability of specific 0 0 

skills and numbers of people, for example) 
can be crucial inputs into the planning If manpower planning is not integrated 

processes. The availability of the needed with total organizational planning, these 

manpower may determine whether a specific programs run the risk of being harmful to the 

project can be undertaken. In other instances, individual, the organization, and the 

there are significant manpower implications economy. The skills being developed must be 

for proposed programs such as mergers and useful, challenging, and not subject to rapid 
obsolescence or displacement. The investmentdivestitures. 

In many instances, organizational objec- in these programs is substantially higher than 
as given for for other kinds of employee training; consetives and plans may be taken 

manpower planning purposes. Sales and quently, the skills trained should be carefully 

production schedules may be the prime deter- defincd as being required over time by the 

minants of requirements for salesmen and organization or the local economy. Quotas 

production operative manpower. Unless should be re listic and based on need, both in 

significant exceptions to planned performance terms of the quality and the quantity of skills. 

occur, little other than effective communi- No one benefits if skills are developed that no 

cation with manpower planncrs is necessary one needs two to five years hence. 

for the needed adjustments in those types of These illustrations establish the position 

manpower skills, that the manpower expertise is just as much 

But it may not be that simple. In an an essential element f corporate planning as 

economic organization, manpower, like marketing, manufacturing, financial, legal, 
materials and facilities, should be considered and rese-arch expertise. Little formal research 

as an investment alternative subject to similar has Leen conducted to determine the essential 

cost, return, allocation, and control consid- relationships among manpower information 
erations given to other resources. Thus inputs and other kinds of information inputs 
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for total corporate planning. The research manpower skills. Attempting to visualize thethat has been done indicates that essential and organization chart of the future, with all itsidentifiable relationships exist.2 shortcomings, may be a useful method for 
anticipating managerial manpower require
ments. Such an approach may yield insightGross Requirements into the numbers of managers required and 
the particular range of responsibilities andGross manpower requirements encompass a knowledge needed by the individualcomplete definitior, of types, numbers, managers. The real danger of such anlocation, and timing of the inanpower skills approach is that the planners may believe inneeded throughout the organization for the the organization cliart as projected, and itplanning period. Most often neiglected in may become a restriction to progress ratherorganizations is this crucial determination of than a catalytic agent.

manpower requirements on a logical decision 
basis. Too often the emphasis is on 
programming-given an estimate of require- 0 . 0 
ments.
 

While much of the manpower planning

literature discusses this topic, little in the way 

Some types of manpower activities are 
more amenable to a method based on theof comprehensive analysis and integration of function or mission of an organizational unit.approaches has taken place. Methods for For service functions such as a maintenancedetermining gross manpower requirements department, where heterogeneous groups ofcan be classified into categories for identifi- skills are utilized, manpower requirements cancation purposes. A useful classification be based on work functions and work loadborrowed from the defense industry is as factors. This method permits trade-offsfollows: among skill levels and types of skills.
 

Expert estimate: Estimation is made by a combi-
nation of systems familiarity, experience, 
None of these approaches is particularlyand satisfactory for determining requirements forintuition on the part of the expert.Historical comparison: Estimation made

breaking the new 
is by technical and professional manpower. Thesystem into subsystems similar tothose already in existence. Data 

more effective approach is a consultativeon known Systems method focused on qualitative requirementsare retrieved from information libraries and provide on a decentralized basis with managerialthe basis for the manning estimate of the new system.Task-analytic: Estimation is made by a detailed review at each level of operations. This is theanalysis of the system requirements, establishment of basic approach taken by leading aerospacemission profiles and ground equipment ftnctions, firms.definition of specific tasks, and a clustering of tasks. The point is this: no one method isSovereign factors: Estimation is based uponidentification 
highly with 

of one or several factors that correlate appropriate for determining requirements forthe item being estimated. It avoids the
task of complex manipulation of multiple variables. 

all types of .manpower in an organization.
Furthermore, the same method is notModeling: Estimation is made by the use ofdecisicn models such as PERT, linear and dyn.-nic appropriateprogramming, and multiple regression expression. It is 

for determining requirements for
a specific skill for all organizations. Each
 
typified by its objective and explicit nature. 
 organization has its unique set of require-It has become quite apparent that the ments, which is a function of its product,same method for determining gross require- markets, facilities, operations, finances, andments is not appropriate for all types of value systems. Consequently, the following 

general approach can serve as a guide: 
Categorize types of manpower skills into homoge2. Bruce P. Coleman, An Exploratory Studymaion for Manpower ofInfor-Planning (Ann Arbor, Mich.: neous groups or functional unitsUnivonty Microfilms, Inc., 1967). Calculate requirements utilizing the most effective method for each category for the planning 

3. Donald periodB. Haines and Sidney Gael, Estimating Integrate these requirements centrallyManning Requirements for Advanced Systems: a Survey of 
on a cost

and performance basisthe Defense Industry (Report No. AMRL-TDR.63-110; Ensure a free flow of information throughout theWright-Patterson AFB, Ohio; U.S. Aie Force, Air Force process.Systems Command, November, 1963). 
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Manpower Inventory 

Knowing with precision the existing man-
power capability of the organization is the 
objective of the manpower inventory. The 
basic information needed is data relative to 
the knowledge and skills possessed by each 

individual in the organization. This includes 
not only his present duties, but all skills he 

possesses as indicated by past work experi-
ence and educational specialties. Other data, 

such as age, sex, and promotability, are 

desirable for planning purposes. 
This information enables the firm to 

match the skills in the organization against 

gross manpower requirements. It is unlikely 

that it is economical to recruit, hire, and train 
areadditional people when the needed skills 

already on hand somewhere within the organi-

zation. Often internal adjustments can be 

made satisfactorily at minimum cost. For 

example, a West Coast defense contractor 

reported hiring, at a high recruitment cost, an 

engineer with a specific type of knowledge 

and training. Later the company learned of 

two engineers and one technician, already on 

the payroll in the same division, who 

possessed-but were not utilizing in their 

present positions-that same specific back-

ground or some experience in the field. It was 

not until the organization developed the 

to know what skills and knowledgecapability 
employees possessed and to retrieve that data 

that it could avoid such needless employment 

expense. 
Having a manpower inventory is also 

essential to intelligent participation in total 

organizational planning. It provides the input 

for advice concerning the capability of the 

organization to undertake programs and for 

estimating the cost of acquiring additional 
manpower capabilities, 

Firms that have failed to consider the 

manpower implications of acquisitions have 

learned an often expensive lesson. They found 

that they did not possess the managerial, 
technical, or operative manpower capability 

to exploit opportunities presented by the 

acquisition. They were unable to obtain the 

synergistic effects of the combined organi-
zations because of the manpower drain on the 
parent organization and the time and cost 
involved in developing the needed manpower. 

The inve.ntory system need not be 

elaborate or expensive. Too much is made of 

the necessity for expensive computerized 
personnel data systems as necessary for 
skillful manpower planning. Many organi
zations cannot afford these systems nor do 
they need them; any system which provides 
the needed data will suffice. On the other 

hand, computerized personnel information 
retrieval systems tend to be underrated in 

terms of the cost/benefits accrued. These 

systems may well be the most significant 
development in personnel administration in 

decades. The potential applications are vast in 

terms of personnel research and manpower 

planning and control. Once the basic data 

bank is developed, its use for analysis and 

planning can be expanded. as programs are 

developed. Thus the decision to computerize 

personnel data should be based on more than 

just information retrieval of basic employ

ment data. 

Net Manpower Requirements 

The definition of net manpower requirements 

becomes the manpower objective for the 

planning period and is the basis for action 

programs designed to effect changes necessary 

in the capability of this area in the organi

zation. Basically, net requirements are the 

difference between gross requirements and 

the manpower inventory, but arriving at the 

net requirements is not simply a matter of 

addition and subtraction. Other factors enter 

into the structure of net requirements and 

affect the design of specific programs for 

obtaining personnel. For example, the timing 

of manpower needs will vary. Age and experi

ence variations may well be built into the net 

requirements to achieve balance in the work 

force. Other qualitative factors such as sex 

and race may be important criteria in the 

definition of net requirements. 
The planning lead time may greatly 

influence net requirements. In the short run, 

if immediate adjustments are necessary (and, 

in fact, no planning has likely occurred), 

qualitative criteria may be immaterial. Short
range fluctuations in the production schedule, 
for example, may trigger layoffs or hires. This 
occurs at a probable high cost, however, in 
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terms of administrative and benefits costs able to permanent layoffs and later rehiring.
caused by employment instability. When the Economy and fairness should be primary
lead time is lengthened through effective and criteria. Perhaps the most sensible action for 
intelligent planning, the definition of net alleviating difficult adjustments during times 
manpower requirements serves as the basis for of contraction is effective long-range man
action programs, which can include power planning itself. Surplus manpower is 
qualitative manpower criteria as well as such less likely to exist in the organization, and 
criteria as minimum cost, effective manpower contraction can be better anticipated.
utilization, and efficient operation. Education, development, and training 

constitute major action programs for meeting 
the skill requirements of the organization.

Action Programs The role of development for managerial skills 
and training for sales and production workersManpower programming permits, on a totally are firmly established in business. Other skills 

integrated basis, the design and imple- may be better and less expensively trained 
mentation of 	action programs to assure that within the firm. Sometimes in-house training
the manpower needs of the firm are met over may be the only reasonable source of skills 
time. These programs entail all of the needed, but, again, these 	 programs require
traditional personnel functions, but the advance thought and developmmnt.

emphasis here is on the acquisition and 
 The strength of taking a longer-range
development 	 of manpower skills. Thus, the approach on a total organization basis is that 
functions of employment (recruitment, selec- needs, particularly changes in requireinelts,
tion, and placement) and education and are anticipated in advance, and they can be 
training receive prime consideration. met at minimum or optimum costs to the 

Changes in manpower programs will take organization and of maximum benefit to the 
the form of expansion, adjustment, con- individual. In general, the longer the lead 
traction, or a combination of these. A time, the greater the likelihood that pro
complete description of action programs to gramming will satisfy all the pertinent
meet manpower requirements would be quantitative and qualitative criteria. However,
unrealistic since the possibilities are almost the gestation 	period as well as acquisition and 
innumerable. Several examples and comments development costs vary for different types of 
should suffice to illustrate possibilities and manpower skills. Thus, the lead time will be 
guidelines.4 

substantial for managerial and highly skilled 
An obvious starting place in programming operatives and less for office and unskilled 

is an analysis of present manpower capability, people. Programs must be designed specif-
It isquite possible that some needs can be ically for different types of skills, and usually 
met through internal adjustment, such as the programs will be highly dissimilar.
 
transfers from skills in surplus to positions in
 
shortage. Special skills and knowledge-in

scientific 
 and engineering manpower, for INTEGRATION AND CONTROL 
example-may reside in the organization at 
present. A transfer may permit complete Several key points essential to the design and 
internal adjustment or the hiring of a less operation of the system, but not identified as 
expensive skill. stages in it, must be pointed out. These relate 

Action for periods of contraction is the to integratio- and feedback and control. This 
most difficult for the individual. Allowing process has been described as a set of stages or 
turnover and attrition to absorb cutbacks is steps; in reality, it does not operate that way.
desirable, and temporary layoffs are prefer-	 It operates as an integrated system. For 

example, organizational objectives and plans 
determine and are determined by manpower

4. For more illustrations see Eric W. Vetter, Manpower data. Action 	 programs are inseparable fromPlanning for High Talent Personnel (Ann Arbor, Mich.: net requirements and affect theBureau of Industrial Relations, The University of Michigan, manpower1967), Chapter 3. inventory, objectives, and requirements. The 



102 READINGS IN PERSONNEL MANAGEMENT
 

control process just described may affect any 
stage of the process. 

For this process to operate effectively, 
there must be feedback and control. There 
must be continuous evaluation to assure that 
programs are being achieved, that programs 
are providing for requirements, and that they, 
in turn, are proper for providing personnel to 
meet organizational objectives and plans. 
Procedures must be designed to assure the 
flow of feedback information and its 
appraisal. 

The position taken here is that 
manpower planning and pro-

gramming must be upgraded significantly-
both conceptually and operationally-if 

organizations are to meet the challenges of 
the future and if the nation is to utilize its 
manpower resource effectively. The approach 
has been to present a flexible, comprehensive 
concept of raanpower planning which can 
serve as a basis for the design of specific 
corporate planning systems. 

In addition, it has been the intent to stir 
the thoughts of executives to the develop
ment of an attitude toward manpower 
planning. Such an attitude would encompass 
an appreciation for the importance of 
developing the capability to plan, at the 
corporate level, the acquisition, development, 
and utilization of a critical and expensive 
resource-manpower. 
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Manpower Planning-.
Strategy and Implieations 

C.P. Johnston U. A. Merldith 

Marpower planning has been carried out intuitively 
for years by many progressive companies as an on
going but unnamed process. With rare exceptions, a 
systematic approach has been developed only in the 
past decade. Because of the rapidity with which 
change is occurring the only effective control left to 
management is the planning process. 

* . * 

While' companies may spend substantial amounts 
of time and money irnproduction, research and devel-
opment, marketing and facilities planning, very little 
is yet being done in the crucial area of manpower. 
Management has apparently assumed that skilled 
manpower will always be available, or that people
will be sufficiently - and infinitely - flexible to 
adapt immediately to new situations and require
ments. This attitude, perhaps at one time valid, is no 
longer so. Today the methods and tools for antici-
pating and planning for change are available to 
companies who do not wis, to rely solely on tenuous 
reflex action to survive and prosper. 

This article is intended primarily as an exposition
of the state of the art of manpower planning in itsbroadest sense. snb poaet hfluctuate

Manpower Planning has two major elements. First, 

there is the identification of the strengths and weak-nesses in the human resources of the organization,hesses in the huantiication of the orgsand a, 
,both quantitatively and qualitatively, in relation to 
forecasted manpower requirements and changing in-
ternal and external conditions. Second, from thistenalsahndetesrnla s Sectonnd fromgthis
analysis the necessary plans and action programs 
must be formulated to ensure that projected require-
ments are met. 

SOME PRACTICAL QUESTIONS 

Who Should Be Included in the Manpower Plan? 

Manpower planning tends to start with manage. 
ment - down to first level supervision. More elabor. 
ate and advanced plans may involve the entire work 

force, particularly in organizations such as railroads 
with strong unions, substantial skill and experience
requirements at all levels, and labor redundancy 
problems. 

Some companies use an "A B C" system of selec
tive inventory control. Senior management, scientific 
and "key" people are placed irk the "A" category,
lower management, technicians and staff in the "B"category and all others in the "C" category. The kind 
and extent of information for each of these categories 
differs, as does the way in which the information is 
used and evaluated. 

What PeriodShould the Plan Cover? 

Plans are dependent on objectives and forecasts. 
These must be continually updated; consequently, the 
manpower plan must be continually examined inthe 
light of changing needs and circumstances. Some 

aspects may not change; for example, the numbers 
cF people who will be forced to leave through 
retirement. Turnover, for other reasons, however, can

widely. Technological innovations or econoi odtoscnrdclyatrnes 

omic conditions can radically alter needs. 
The purpose of the plan, nevertheless, is to anticipate these needs and meet them before they produce 

undesirable repercussions. The value of the plan will 
e determined not only by how accurately it pro

b eemndntol yhwacrtl tpojects, but by how flexible it is in meeting changing 
manpower requirements. In initiating formal man
power planning, it is probably wisest to aim at three 

Reprinted by permission of the publisher and auihor, from The Business Quarterl, Volume 33, No. 4 (Winter, 1968),
65-75. 
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to five years, with the greatest emphasis being put 
on the initial one year period. The real time deter
otintil oe ea peeiod. hereal tnime eter-
minant will be the level of overall planning existing 

Who Should Devise and Implement the Plan? 

Manpower planning (as it is here understood) should 

be coordinated and implemented by acorporate staff 

responding directly to top management. There is as 

yet no established pattern as to what organizational 

unit the Manpower Planner should belong. In some 

instances he may be part of Personnel; in others, 

Corporate Planning, and in still others the function 

has been combined with Organizational Planning. 

The actual planning mi be done throughout the.L 

company; the Manpower Planner will determine the 

kinds of information required, act as a catalyst in 

obtaining this information, collate, analyse and sum-

marize it in total corporation terms, work with line 

management and the Personnel Department in devel-

oping action programs, and then monitor these pro-

grams to ensure that objectives are met. 

THE NEEDFORMANPWERPLANNI-

THE NEED FOR MANPowER PLANNING 

Plann.ng is a means of preparing for future contin-

gencies, estimating th.- likelihoondof their occurrence 

and determining what ,ould and can be done, when, 
if,and as they arise. It Is, in effect, ar:.rhru of con-

trolling and manipulating the future through mini-
mizing uncertainty. Planning requires foresight, 
determination and an awareness of what is happening 
and is likely to happen which will affect the life of 
the enterprise. This is a difficult task because of the 
nature of our changing circumstances - a reading Is 

no sooner taken than another is required. These 
to have,changing conditions have, and will continue 

not only the corporatean extraordinary effect on 

balance sheet but in our daily lives. Much has been 

on this subject and a generi understandingwritten 
of the major dimenIsions of change is probably a pre-

requisite to carrying out manpower planning. 

FINANCIAL CONSIDERATIONS 

Little is known of the costs involved in the manpower 
resourcing or the direct and indirect tangible benefits 

to the earned or saved through effective selection, 
utilization and development of human resources. Yet, 
all agree thai such resources are a company's most 

valuable asset. In some service industries as much as 

70-75% of total operating costs are directly related 
to the selecton, training and remuneration of person
nel. 

Each time a company issues a pay check to an 

employee it is implicitly saying: "We have made a 

decision, we are going to retain your services as this 

is the best use of our resources in keeping wisd our 

management philosophy". When considered in this 

light, the most effective (profitable) use of personnel 

is a resource allocation problem. Continuity of em

ployment is merely the result of allocating resources 

in a certain manner. 
An executive earning an average salary of $15,000 

over a lifetime constitutes a total salary expense of 

$600,000. If roughly 25 per cent is added to this 

amount to cover fringe benefits, etc., the figure rises 

to over $750,000. But waat is his asset value? How 

can his replacement cost be estimated? 
While turnover is P problem which has been inade

quately researched, %omeestimate of direct costs can 

be made within brox.6 limits. But, the indirect costs of 

turnover are particularly difficult to assess. Excessive 

or unusual turnover has a profond effect on the 
morale and expectations of those remaining. It creates 

dissonance in the work force and reappraisals of 
implicit decisions to remain. It can advrsely affect 
productivity and efficiency, and is often harmful to 
the company's ability to attract suitable replacements 

from the market place. While such effects are largely 

intangible and difficult to evaluate in terms of dollars 
and cents, new methods and techniques are being 

developed that will soon become commor place in the 

handL :? the sophisticated manpower planner. Indica
tion oE these have appeared in some recent publica

tios5 s ,n 
t'o r e os of turnover are perhaps easiest tos avilable.cl e r e d nou g o r a to 

calculate provided enough information isavailable. 

Such costs may be thought of interms of "replace

ment" or "displacement" costs. 

In the following table, replacement costs include 

recruiting, induction and training costs. Displacement 

costs are those related to promoting, transferring and 

to fill the gaps left by those whoshifting employees
leave. Depending on the position and its level in the 

http:Plann.ng
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organization, as many as five oe six employees may costs are assumed to be in arithmetical progression 
be directly affected by an incident of turnover. For that is the costs per unit remain constant regardless 
purposes of presentation, arbitrary costs have been of the level of turnover. 
set at $1,500 per person for replacement and $500 for Relating these "direct" costs to a company of 2,000
displacement. These figures are probably highly con- people in a non growth situation (i.e. the only new 
servative; some well researched studies have esti- employees are replacements for those who leave)
mated direct replacement costs at over $10 00 for over a five year period, the following costs may be 
mid-management personnel in certain industries. The calculatud according to different turnover rates. 

ESTIMATED COST OF TURNOVER 

Turnover rate 50/0 100/0 150/o 20/o 250/ 
Total turnover (5 yrs.) 
Estimated Replacement costs 

500 
"1,000 

1,000 
1,500,000 

1,500 
2,250,000 

2,000 
3,000,000 

2,500 
3,750,000 

Estimated Displacement costs J,000 500,000 750,000 1,000,000 2,250,000 
Total turnover costs 1,000,000 2,000,000 3,000,000 4,000,000 5,000,000 

In any organization them2 Is probably an optimum which handles its employees as expense items can 
level of turnover which should occur over any given make as wise plans or as rational allocation decisions 
period of time depending on whether the company as the one which recognizes explicitly the asset char-
Is in a period oi growth or expansion, stability or acteristics of its human resources".1 

stagnation, constriction or disintegration. High turn
over in certain situations may, in effect, be less costly 
than nc, turnover at all. Practically, the problem is 
agiaht one of evaluating alternatives and of controlling THE FRAMEWORK FOR MANPOWER PLANNING 
excess or undesirable turnover and its related costs 
financial and otherwise. Manpower Planning is concerned with: 

Most of th.z ;ctivities of the personnel manager are 
therapeutic and remedial in nature. Personnel budgets 0 Translating present and future corporate objectives 
are usually set by precedent and not in the light of into manpower requirements; 
well-planned objectives. Without such objectives and 0 Identifying current and projected manpower 
an estitnate of the cost involved these questions can- strengths and weaknesses; 
not be answered. How much could legitimately be 0 Ensuring both the development of manpower poll
spent in turnover research in the attempt to reduce cies and plans necessary to meet projected require
turnover? V'Jhat would be the payoff in actual dollars ments, and their integration with operating per
and cents? How much should be spent in training and sonnel programs. 
d&elopment to ensure manpower needs are met at 
some given time? Investment in job training and 
executive development is skyrocketing yearly. In the 
United States annual investment for the male work 
force alone iAover one half of total expenditures for THE PROCESS OF MANPOWER PLANNING 
all primary, secondary and university education. Yet As represented in Exhibit 2 there are a number ai 
by far the vast majority of firms have no means of steps ',Aich must be logically undertaken in order to 
evaluating the results of their expenditures and few design specific action programs. These include: 
make any systematic attempts to do so. What monies 0 Defining the personnel requirements of the organ
should be allocated towards measuring attitude and ization for the period of the plan.
morale and what efforts should be made to alleviate 0 Cataloguing the present human resources of the 
problems before they arise? organization - an inventory.

Such questions must be answered in order to bring 0 Calculating the expected attrition to the man
manpower resourcing into its own. "No organization power inventory. 
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" Developing a manpower forecast, from the three the forecast.
 
to meetprevious sources of information (assuming no 	 Developing an integrated plan of action 

the personnel requirements of the organization.changes in personnel policies), 
to meet These are discussed separately in brief outline.* Analyzing the ability of the labor market 

OLAIZTO MtANPOWER INVENTORY 

PLUANPLANNREQUIREMENTS 

FfIEDICTEO ATTRITION 

r-MANPOWER POIIS&FORECASTS] 

MAPRERUITET&

0 F rEMS-0NIl 

M ANDI IPADTRAINING 

SELPE ACTIONCOTBEEI 	 SELECTCTIO 

CONS10=[RTION TRANSFER$ &I 

PiROMOTION$ I PROGRAMS 

I WAS
 
EXHIBIT 2 MAJOR ELEMENTS, PROCESS 

AND OUTPUTS OF MANPOWER PLANNING RELATIONS 

The Organization Requirements 

-The personnel requirements of the organization must 
be developed by the manpower planner in detail for 
the period of the plan. The obvious first step is to 
define the present structure of jobs in the organiza-
tion This definition should include the skills, educa
tion and experience required for each job, and special 
factors such as 1aiguage. Then, based on the corpor-
ate plan for, say, a five year period and on the 

organization plan for the same period, the manpower 
planner should develop detailed plans showing exactly 
what positions will be added and at what dates. Here 
again, manpower specifications must be outlined for 
each position. 

The Manpower Inventory 

The manpower planner must then tabulate aii-i classi

fy the current human resources of the organization. 

What is the age mix of the present personnel? What 

qualifications do they have? What experience do they 

have? What potential for advancement? To what 

jobs? Insofar as possible, the classifications used for 

developing this information should parallel the classi
fications used in defining the requirements of the 
organization. This manpower inventory becomes a 

basic tool in planning to meet future requirements. 

PredictingAttrition 

the basic tool to work with, it 
isclear that the current inventory will be substantially 
reduced by the end of the period of the plan, through 
turnover, retirements, death and dismissals. Based on 
factual data and on hittorical trends, a projection can 
be made of what the attrition is likely to be. 

While the inventory i!s 

The ..anpower Forecast 

Following this step, the inventory can be matched 

against the planned personnel requirements of the 

organization after deducting the projected attrition. 

The numbers who will have to be recruited into the 



organization can easily be represented in graphic torm 
(Exhibit 3). In a growing organization, this forecast 
will inevitably indicate najor areas where current 
manpower resources will be insufficient to meet the 
demands. At this point, no assumptions should be 
made with respect to changes in the current personnel 
policies to meet the forecast other factors need to 
k considered first. 

The Labor Market 

The forecast will reveal, shortages and suggest the 
need for upgrading !he current inventory througi 
training and development and through recruiting sub-

'.fromoutlfl the organization. AAstania]num th o'ania~o.
stantial numl:.'s from outside 
study of the labor market may reveal that efforts to 
recruit substantially greater numbers from traditional 
recruiting sources are impractical. For example, an 
organization which has depended heavily upon high 
school graduates may find, in projecting for a five 
year period, that it would be unrealistic to rely on this 
source of supply in view of the trends towards higher 
education. Or, a company relying heavily on recruit
ing outside its ranks in the 35-44 year age group, 
would have to consider seriously altering this policy 
ever the next five years in view of the known de-
creasing numbers in this group. 

Developing the Plan 

Once all the "inputs" have been assembled, the 
organization will know its requirements, have a good 
understanding of what is likely to be available from 
vithin to meet those requirements, and some under-
staiIing of the labor market. Specific plans can now 
be drawn up to meet the demands. For example, in 
order to sf?-ply 30 computer specialists over five 
years, a decision may be taken to recuit five com-
puter systems specialists per year and to train three 
internally (on the assumption that ten will leave); a 
decision may be taken to recruit substantially in-
creased numbers of MBA graduates for the period of 
the plan; it may be decided to identify outstanding 
potential within the organization and to undertake 
rapid development programs, including job rotation 
and accelerated promotion. 

Provided the information gathering and analytical 
processes have been well carried out, the manpower 
plans can be worked out in remarkable detail and' 
specific programs can be established. Subsidiary plans 
can be developed towards special programs to reduce 
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turno,:er, to revise the salary administration program, 
to encourage outside recruiting or to revise training 
and development programs to meet overall company 
objectives. 

Technical Considerations 

Various skills will be required to devise and imple
ment a reliable and valid plan. It is unlikeiy that one 
man will possess them all. The ljstems analyst, the 

operations researcher, the behaviouzral scientist among 
others can provide valuable input into the plan as 
well as those who are daily involved in the personnel 
function.Knowledge in information-assembly is mandatory. 

Knowlein iformatio em is mndatory. 
The completion of a manpower rf sklls inventory,for example, for an organization of over 1,000 per

sons makes indispensable the utilization of a corn
puler or some readily accessible, simple to operate, 
manual system such as the Jonkers Termatrex, or the 
Royal McBee Kardex. 

calculations involved in developing a comprehensive 
manpower plan some of the techniques of the opera
tions researcher may be particularly effective. 
Through the development of appropriate mathemati
cal and heuristic models based on well founded sets 
of assumptions and pertinent personnel data, decis
ions may be tested before actual commitments to 
action are made. Such applications are still in the 
development stage, noi because of the lack of mathe
matical tools, but because of the lack of fundamental 
data and appropriate working assumptions. However, 
even with limited information, mathematical formulae 
can be constructed to assist in determining tenure on 
the job, recruitment quotas and the like. One such 
technique would be the application of multi-variable 
regression analysis to determine manpower require
ments in relation to changes in sets of operating or 
end product variables, for example, dollar sales, cus
tomer miles, units produced. 

The person knowledgeabie in the theory and prac
tice of what is euphemistically known as "the be
havioural sciences" may also prove to be a valuable 
resource. He can help to evaluate the internal climate 
of the organization, isolate and identify problems 
which may be contributing to turnover or employee 
dissatisfaction and recommend appropriate reined
ial action. He can also assist in identifying and 
developing potential, and provide counsel on prob
lems of development, motivation and organizational 
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change.' 913 
The foregoing examples represent only some of the 

skills which can - and should - be brought to bear 
from other professional disciplines, 

ANTICIPATED CORPORATE RECRUITMENT NEEDS 
EXHIBIT 3NUMOLI 

1 
PSm 

.. 

" PIOJICTIo 

-J 

STft.WITH 
COCNPAN, 

IN ,,,=-1011 ,,Ot toll In 
IN CALCULATING RECRUITING NEEDS FOR INDIVIDUAL DIVISIONS Ora 
DEPARTMENTS TRANSFERS "IN AND OUT" MUST BE TAKEN INTO CON. 
SIDERATION. "TRANSFERS OUT" ARE ADDED TO ATTRITION ANDNEEDS"TRANSFERS IN" ARE SUBTRACTED FROM TOTAL RECRUITING 

HENCE: 
RECRUITING NEEDS ATTRITION a TRANSFER$ OUT * GROWTH. 

TRANSFERS IN 

SUMMARY 

Manpower planning is a comparatively new addition 
to the p nning process. It flows from, and is logically 
a part of, both corporate and organization planning 
and of the personnel function. In essence, it involves 

the forecasting of manpower requirements and the 
nand implementatin Of programs necessarIy .to 

meet these requiremernts over a given span of time. 
It has many constituent elements and much remains 

to be learned of the techniques - essentially multi- I 

disciplinary - and the processes involved. 
The number of variables to be taken into considera-

'ion in developing a comprehensive manpower plan 
(many of which are unpredictable -- such as chang-
irng socio-economic and technological conditions) 
make it doubtful that a manpower plan can be corn

pletely accurate beyond a year or two. Short-range 

planning can be demonstrated easily to more than pay 

its way, and longer range planning, while inevitably 

making assumptions on as yet indiscernible trends, is 
nonetheless an indispensable tool in today's business 
environment. 

The essential element in the planning pror'ess is 
that it be carried out continuously and that the 

assumptions made for the long-range plan are chal

lenged as concrete evi,,d:pce becomes available. Com
petent pv formance of the manpower planning 
function will eaable top management to make opti

mum use of its human resources and to evaluate its 

manpower policies and decisions in hard economic terms. 
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Application to health, social welfare, and family planning 
Salaries comprise a very large share of most H-SW-FP budgets. This isbe

cause they are "labor intensive" industries; mnijpower inputs are the principle
ingredient in recruiting and serving H-SW-FP clients. It follows that manpower
planning, as described above, is a highly essential activity. A grcat deal of 
money can be wasted by employing more workers than are needed, or by em
ploying too many in one category and too few in anr~h,.tfer. Not until the man
power plan is completed can the personnel office organize itself for recruit
ment, hiring, placement of new workers, and the offering of promotions with
in the organization. 

Another reason for detailed manpower planning is the reduction of the very
high rate of turnover which afflicts most H-SW-FP programs. The materials 
presented above show in detail how costly such turnover can be, and how eco
nomical policies which reduce such turnover are. (A later chapter in this book 
describes in more detail techniques for reducing turnover. In this chapter only
the economics of turnover and the need to plan for its reduction are con
sidered.) 

Intelligent manpower planning requires preliminary tabulations of organi
zation records, because for H-SW-FP many of the facts needed to make the 
manpower plan are unknown. At least one very intensive study must be done 
early in the process; a rough manpower plan may be worked up as a stopgap
while this research is proceeding. Among the data that must be generated are 
the following: 

A. What are the projected service objectives (new clients, new services to 
clients) of the program? This is the "company objective" mentioned in the 
above readings. 

B. What is the relationship between patient or client load at the clinics or 
office, the input of personri contact by field workers and the use of mass 
media? At least half of all clients arriving at health or family planning clinics 
claim that they came because of the influence of friends, spouse, or neighbors.
However, this may be only the last stimulus in a long chain involving both per
sonal contact and mass media. It is possible to measure the direct effect of
personal contact by means of appointment cards distributed by home vikitors 
and returned to the clinic when the client comes for service. Coupon systems
have also provided a great deal of data on this score. Mass media can be evalu
ated indirectly by noting the amount of additional clinic attendance when 
mass media campaigns are launched, while maintaining field work constant. 

C. What is the proper ratio of clients to clinic personnel? How many cli
ents should a doctor see in an average hour? How many clients can one social 
worker or counselor handle properly in one afternoon? How much manpower
is required to fill out forms, file client records, fill prescriptions? How can sev
eral such activities be assigned to one person in small clinics? 
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Famnily panning 
D. How u. by whom is family planning service to be provided? What 

"mix" of family planning method - will be used? How much of it will be oral 

pills ,.condoms dispensed at the client's home without medical examination? 

How 1-nuch will be performed by mobile clinics? How much will be performed 

in fixed clinics integrated with other medical activities, such as the postpartum 

w-xds of h,;pitils? How much will be delivered by separate specialized family 

planning c4ini~cs)i What will be the load of abortion? Vasectomy? Female ster

ilization? A carefully computed set of family planning targets is required for a 

comprehensive man,;-er plan. 

E. What is 	tht, composition of, and what promotion potential exists in the 

stock 	oft:nployees already employed? What is the rate of turorivr in each 

low is turnover affected by rates oi pay, promotion, and job satiscategory? 
faction? 

Questions 	for discussion and exercises 
1. It has often been claimed that H-SW-FP programs have an unnecessarily 

large staff in central headquarters and that some clinics are overstaffed while 

others are understaffed. Using the principles of manpower planning, how could 

a personnel officer help determine the proper staffing for: 
(a) 	 The immediate staff of the executive director 

(b) 	 The field work department for a province 
A large urban clinic or welfare office serving 100-1 50 patients per day(c) 

(d) 	 Outlying clinics or offices serving 10-15 clients per session 

(e) 	 The training staff for training new employees 

2. Make a list of the items of information that should be considered in tak

ing an inventory of family planning manpower in order to make a manpower 

plan. How would you use each of these items of information in devising such 

a plan? 

3. How "promotable" are the various categories of H-SW-FP manpower? 

For example, what positions can family planning field workers or case woikers 

be trained to fill (with supplementary training)? What higher positions can a 

nurse assigned to assist the doctors at a clinic learn to fill? To what higher po

sitions might a social worker in charge of a group of home visitors be pro

moted? 

4. Go to a 	local H-SW-FP office and compile a complete roster of the pre

sent personnel, and the personnel as of a year ago. Compute a rate of turnover 

for each category of worker. 

5. Suppose that a family planning organization wants to increase its num

ber of new adopters by 1,000,000 during the next year. Suppose further that 

research shows that for each $1,000 of mass media diffusion there will be 200 
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new adopters, and that for each $1,000 of personal contact there will be 100 
new adopters. Each field worker costs $4.00 per day, including trawz'por.ation.
The organization wishes to maintain a balance of fifty percent of its Informa
tion-Education-Communication budget in field work and fifty percent in mass 
media. How many new fi~d workers must be hired (disregard training costs) 
and what will be the total cost Gf recruiting the new adopters? 

6. Suppose a personnel manager wished to substitute actual statistics of 
productivity for the hypothetical statistics given in the above example. What 
research would be required to get these data? How useful would this informa
tion be? 



Chapter Five 

JOB INFORMATION, DESCRIPTION, SPECIFICATION,
 
AND EVALUATION
 

An invalible preliminary to the selection and hiring of employees-and an 
essential guide in evaluating their performance and determining what salary 
they should bz paid-is the job description, or job specification. This is a care
fully written statement of the duties to be performed by the employee and 
the qualifications required. It may consist of three parts: the first is a general 
statement of work assignment, including a statement of the range of responsi
bility and the relationship of the job to the total organization. The second 
part is a detailed listing of specific duties and responsibilities which must be 
performed in carrying out the assignment. If there are several duties or func
tions, it is desirable to state approximately what percentage of time should 
be spent on each task. The third part is an enumeration of the essential and 
desirable qualifications which the applicant must possess in order to perform 
the duties properly. These qualifications may be enumerated under three 
headings: 

(a) Knowledge-what level of education, what professional or technical 
training, does the job require? 

(b) Skills-what skills in handling equipment, performing technical or pro
fessional procedures, working with people, or working with data must the ap
plicant possess? These skills can be acquired by experience as well as by train
ing. 

(c) Attitudes andpersonalitytraits-whatare the key attitudes and person
ality traits that are required if the work is to be performed correctly? This is 
a nebulous part of the job specification procedure; it is important to idcntify 
the essential traits, rather than making a long list of desirable traits. 

112 
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Job descriptions cannot be written abstractly. Usually they are based upon 
a very detailed and probing collection of information about the work perform
ed by incumbents in the job already at work. This provides "raw data" for 
writing the job description or job specification. 

Writing job specifications serves several useful functions: 
(a) It forces the manager to consider carefully and lucidly how the work 

actually is and can better be divided among the employees. It helps him deter
mine, the amount of work each employee should do and the number of em
ployees he needs. It helps biAm to visualize how the work of each employee 
fits into the total organization. 

(b) It provides guidelings fcr recruiting, hiring, and training employees 
and for determining what salary they sho.d be paid. It is also a basis for de
termining whe dher present employees are eligible for promotion. 

(c) It provides a guize for the employee himself concerning the duties he 
should perform and his relationship to his colleagues. 

(d) It provides a basis for evaluating the performance of individual em
ployec s. Proficiency in the conduct of specific tasks cam be rated, and an over
all composite rating can be made. It points out to an employee his shortcom
ings and inadequacies, and helps him to concentrate on acquiring the know
ledge, skills, and attitudes most essential for success. 

The first articie provides a general overview of the job description process.
It states the objectives, outlines the procedures for collecting infornmation 
about jobs, and identifies the content of the material to be assembled. The 
second article is a very detailed and practical discussion of how to go about 
obt'ining the information and then using it to write up job specifications. 
It was selected for inclusion in this volume because of its full and explicit dis
cussion of procedures, despite the fact that it is written in terms of factory
jobs. The reader will have little difficulty in translating it into suggestions for 
preparing descriptions of white-collar positions. 

The final article in the chapter may puzzle the reader. It describes a system
for evaluating performance of workers in, jobs where there is no tangible pro
duct-as is often the case for white-collar workers engaged in providing some 
kind of service or supervision. It attempts to reduce all aspects of these jobs 
to four categories, each identified by a letter of the alphabet. It 'lustrates the 
need to try to reduce a great mass of specific detail about job characteristics 
and job requirements to a common denominator, so that a consistent and ob
jective procedure can be found not only for determining pay rates but also 
for standardizing salary policy for the entire organization, for providing raises 
in salary, for selection of employees for promotion, for identifying employees
who need additional training, and for reorganization of work assignments in 
order to improve the efficiency and effectiveness with which they are per
formed. Such systems must rely for their operation upon valid information 
about the jobs themselves and the qualifications needed for their efficient 
performance. 
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COLLECTING JOB INFORMATION 

Louis J. Rose, Employment Manager and
 
Donald J. Bogue, Professor of Sociology
 

University of Chicago
 

The preparation of job descriptions requires information about the jobs to 
be described; job analysis and job evaluation must be based on "raw data" 
about the work itself. Most treatises on job analysis pay insufficient attention 
to one very important question, "How does one go about assembling valid 
and reliable information about jobs?" A comprehensive project to assemble 
accurate facts about each job-and to record that information in a form that 
makes it usable-must precede all other aspects of job analysis. 

Objectives. The objectives of this phase of job analysis is to collect infor
mation about the following topics: 

(a) 	 The duties aparticular worker performs 
(b) 	 The knowledge he must possess in order to do his job properly 
(c) 	 The skills he must develop to operate equipment or accomplish other 

technical tasks involved in performing his duties 
(d) 	 The responsibility or accountability for equipment, materials, safety, 

work of other persons, etc., that the position carries' 
(e) 	 The amount and type of physical and mental effort required 
(f) The environmental context in which the duties are performed. 

If a complete and accurate inventory of this information isobtained, the job 
analyst has at his disposal all the raw material he needs to write job descrip
tions and job specifications, which in turn furnish the basis for job placement 
and job evaluation. 

Data collection procedures. A clear distinction must be made between job 
information collected for personnel management purposes and time-and
motion studies conducted for engineering purposes. Whereas time-and-motion 
studies are concerned principally with classifying overt behavior, measuring 
the time spent in doing each and gauging the efficiency and effectiveness of 
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these behaviors, the personnel manager is more concerned with obtaining facts 
about the content of the job and what is involved in getting it done. 

Three procedures are used for obtaining information about jobs within an 
organization: 

(a) 	 The questionnaire method-circulating a questionnaire to each em
ployee which he is requested to fill out and return 

(b) 	 Interviewing-a job analyst interviews each employee (or a sample of 
employees in each type ofjob) 

(c) 	 Observation and interviews with supervisors 

(a) 	 Employee Questionnaire-Usedalone, this method gives poor results. 
Many employees tend to fill it out hastily, superficially, ancomprehendingly, 
or defensively. Many who are highly skilled at performing a task are unable to
reduce to writing their duties, the knowledge and skills they must possess, the 
effort required, and the responsibilities they have. Others may be afraid to 
report the truth about the.r work for fear it will provoke retribution from 
supervisors. Not being occupational analysts, the employees may be unaware 
of the problem situations that 	 need most to be defined and described.
Employees sometimes misunderstand the purpose of the questionnaire and 
regard it as a threat to their status. It is extremely difficult to design a stan
dard questionnaire that will effectively provide a vehicle for describing all jobs
in a single organization. Taken together, these deficiencies tend to yield a
body of data which is incomplete, biased, and lacking in depth. If used alone, 
it could lead to misleading information.(b) Interview-By this approach, a tra-Ined job analyst interviews workers 
on the job, the supervinors, and others who are familiar with the tasks being
performed. He may use a fixed-question ques tionnaire as the basis for his 
questioning, but in the face-to-face interview situation he stimulates the re
spondents to anplify their statements more fully, probes particular points
that he diagV,ses to be important, and capitalizes on insights that arise in the 
interview situation. Interviews often begin %th11 the department heads or top
supervisors, then with foremen or section supervisors, and finally with indi
vidual employees. The usual assurances of confidentiality concerning details 
of interpersonal relations need to be given. A skilled job analyst-armed with 
a carefully prepared interview which he administers with flexibility and sensi
tivity to extract the maximum of information about each situation he ex
plores-can emerge with a highly accurate picture of the work performed in a 
given department. 

(c) Observation-Observationof a worker at his job is another way of 
developing job descriptions. The job analyst selects particular workers or par
ticular processes and observes them being performed. He gains an appreciation
of what work is done, the skills that are involved in performing it, how the 
work fits into the total work scheme, and the environmental factors which 
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affect the worker's performance. Because the worker knows he is being ob
served, the performance will not be wholly normal and hence the observation 
can seldom be used to judge the quality of performance. When work goes in 
cycles which take many weeks to complete, it may be necessary to observe 
several different workers, each at a different stage of the cycle, in order to 
gain an appreciation of the total job. Otservers must be as unobtrusive as 
possible and seek to avoid distracting or interfering with thework routine. On 
the other hand, when he observes operations which he does not understand, 
which appear to be needless or performed inefficiently, the analyst must ask 
questions in order to get the clarification he needs. Some analysts write up the 
notes they have tak,.'n by observation and show them to the observed worker, 
requesting that they be corrected or amplified, or asking the worker to add 
comments that he thinks important. 

These three methods of collecting information about jobs may be used in 
any combination. The most usual one is a combination of employee interview 
and observation. 

Content of the job information collection effort. The specific items of in
formation collected about jobs will vary from organization to organization 
and w.ll depend upon how the information is to be used. The following is a 
listing of items, taken from standard job interview and job observation forms, 
which may be considered by job analysts preparing to assemble information 
about jobs.
 

(a) 	 Description of physical actions performed and the purpose for which 
they are performed. This should include a list of equipment used or 
other technical operations performed. 

(b) 	 Enumeration of knowledge required, special skills used, experience 
with equipment, judgments that must be made 

(c) 	 Description of job conditions-the environment in which the work is 
performed 

(d) 	 Enumeration of specific operations, methods, and processes employed 
in performing the task 

(e) 	 Materials used or consumed 
(f) 	 Judgment and initiative required 
(g) 	 Physical skills and abilities required 
(h) 	 Supervision involved-by whom, how close 
(i) 	 Responsibilities-for work of others, for equipment and material, for 

safety of self and others 
(j) 	 Schooling, training, or experience required 
(k) 	 Details of the physical effort required-visual effort, standing, walking, 

lifting, stooping, climbing, hearing, writing, etc. 
(1) 	 Hazards, safety problems 
(m)Monotony 
(n) 	 Discomforts, environmental conditions (temperature, humidity, odors, 

comfort, pleasantness) 
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Because it is a time-consuming and hence comparatively expensive operation 
to collect this information, it should be systematically recorded on appro
priate forms and filed carefully for long-term future use. This "raw data file" 
should be a ;cessible for use by a variety of administrative persons. Hence, the 
data must be reported in a form that makes it easily accessible and clearly 
interpretable. 

The most important use of this information, of course, is to develop a 
succinct job description and job specification report as a basis for recruiting 
new employees or evaluating the performance of present employees. 
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JOB DESCRIPTIONS 

Jay L. Otis and Richard H. Leukart 

THE purpose of writing job descriptions aid job specifications is 

to record the indformation obtained on each job in a standard 

fashion preparatory to rating or evduation. In preparing these 

end products of the job analysis for the evaluation, the analyst or

ganizes the job facts obtained and analyzed in the process of job 

analysis. 
The analyst at this point also does some appraising and evalu

ating of these facts, particularly in preparing the statements on the 

various attributes to be evaluated in the job specification.. In pre

paring the job description and the job specification, then, the writer 

takes the facts on each job from the report of the job analysis, pre

sents this information in a precise description of the jobs, and sorts 

out and records on the job specification the facts bearing on each of 

the attributes to be evaluated. In this process he accomplishes 

two things: (1) He presents all information in the most accurate, 

meaningful, and readable fashion. (2) He standardizes the organi

zation of information on every job so that all the information is com

parable. The descriptions and specifications on all jobs constitute 

the basic data of the job evaluation, and also of the salary and wage 

administration based on the evaluation. Therefore, this infornma

tion should be set up in finished form, and should be as accurate and 

as complete as is necessary to evaluate the jobs and carry out the 

operation of salary and wage administration. 
To meet these two needs--job evaluation and pay administra

tion-the record of the job information must (1) identify the job by 

d~fining it and by standardizing the job "tags" such as title, de-

Reprinted by permission from Jay L. Otis and Richard H. Leukart, Job Eval
uation: A Basis for Sound Wage Administration (New York: Prentice-Hall, Inc., 
1948), 224-48. 
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partment, code number, and the like; (2) establish the content and 
the scope of the job by describing it; and (1) establish the level of 
difficulty of the job by specifying the job requirements and the 
worker qualifications under each of the attributes to be rated. 

The definition and the description are customarily contained in 
the job description portion of the job write-up. The ,pecifications
of the job are usually recorded in a job specification section of the 
job information. If the description and specification are two sep
arate sheets, the job "tags" will be included on both in order to 
identify the material. 

Job Titles 
A well-considered plan for titling jobs in a company can be of 

great assistance in systematizing all job nomenclature and can aid 
in the classification of jobs for various purposes. Therefore at this 
point the standard title to be used for each job is ordinarily estab
lished. 

In those companies which have not given particular attention to 
setting up an organized method for titling jobs, the job titles usu
ally are inaccurate and misleading, are not descriptive, do not indi
cate uniformly the skills of jobs, and are not used uniformly. Thus, 
at one time the very general title of Clerk may be applied to a group 
of jobs while at another time a more specific title is used. This re
flects the fact that jobs have not been differentiated clearly in the 
company; at one time a group of positions may be considered as a job 
while at another time these same positions may be grouped into 
five smaller groups of positions, each of which constitutes a job. 

It is important that job nomenclature be standardized and that 
each job have one title and only one title, because this job title or 
"tag" is the basic unit with which the personnel department and to 
some extent the payroll and accounting departments deal con
stantly. For example, if a worker hired at one time is given the 
title of Helper, while a worker hired at another time to perform
identical duties is given the title of Operator, it is quite possible 
that they will be assigned to two different rate ranges, and thus will 
be paid at different rates for performing identical duties. This is 
most likely to happen where the two workers are employed in dif
ferent departments under different supervisors. It could not hap
pen, of course, where such titles are accompanied by precise defini
tions, since the definition rather than the title would be referred to 
in distinguishing the two jobs. 
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Thus the standardization of titles goes right along with the pre
cise definit. , of jobs in the company. It is logical, therefore, that 
the first step in this sequence should be to establish the scope and 

content of the job, the second, to define the job within its established 
limits, and the third step, to select an appropriate title to be used in 

conversation and records regarding the job. The job descriptions, 
then, become the company dictionary of job terminology, just as the 
Dictionaryof Occupational Titles of the United States Employment 
Service is the dictionary of occupational terminology for most pub

lie agencies dealing with jobs. 
While a standard titling system in a company, if used properly, 

can speed up and make more accurate all matters regarding jobs, 
it is important to recognize that the job title itself does not define 
the job. For example, the title of Tool and Die Crib Man may be 

applied to the workers in the tool cribs in a great many departments 
in a company, but this does not mean that all of these jobs are 

identical with respect to duties, responsibilities, and skills. More 

frequently, in fact, each of these jobs will be different in some re

spects; in some cases the level of skill and difficulty from one job to 

another may vary greatly. It is all too easy, however, to consider 

all of these jobs as one group merely because they bear the same 

title. 
The important factor is that the jobs are what they are. Titles 

axe attached to them only to serve as convenient tags, and this 

process must n'ver be reversed. While this difficulty will arise 

largely in a titling system where the job titles are not defined, it is 

also possible that defined titles may be misused in this way. In 

order to avoid difficulties of this sort, it would seem to be necessary 

to (1) standardize the job terminology, (2) define the standardized 
titles, and (3) see that all references to jobs by title follow this 

standardized, defined terminology. 

Requirements oF a Standard Title 

In establishing standard titles for a company in connection with 

the definition and description of these titles, there are a number of 
A few of these areprinciples which have been found to be helpful. 

as follows: 
1. The standard title should be similar or identical to one of the 

titles which has been applied to the job in the past so that it will 

not be necessary for workers and supervisors to learn an entirely 

new vocabulary. 
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2. Titles should be set up in a natural form rather than in an 
inverted form; for example, Assembler-Bench, is not nearly as good 
as Bench Assembler. 

3. They should be as brief as possible while conforming to the 
other characteristics listed. 

4. Within the limits of brevity, they should be as descriptive of 
all phases of the job as pos ble. 

'5. If they are brief, descriptive, and in natural form, they will 
tend to be conversational, so that it will be easy to use the job title 
in conversation about the job; this is particularly important if 
workers and supervisors are e-:pected to use these titles rather than 
abbreviations or nicknames of the titles. 

6. The title should indicate wherever possible the skill level and 
the supervisory level of the job. 

7. Standard terms indicating skill level, supervisory level, con
tent, or other common characteristics of jobs must be used coa
sistently in assigning titles. 

in establishing its standard titles, The National andScrew 
Manufacturing Company has used the following outline as a guide
in assigning consistent titles to jobs according to their common 
characteristics: 

1. Setup Man-a part of the title of all jobs in which the
worker spends the major part of his time setting up machines to 
be turned over to another worker to actually operate in produc
ing the work.
 
. 2. Setup Operator-a part of the title of all jobs in which the

worker sets up the machine for operation and operates the ma
chine by loading it with material, removing the finished product,

checking the product, and adjusting the machine in operation

when necessary.
 

3. Operator-applied to all jobs in which the worker is a&
signed to a machine already set up, to load material and check
work and to make minor adjustments; or who feeds a non
automatic machine piece by piece and operates, the machine each 
time a piece is inserted, such as Punch Press Operator.

4. Feeder--a part of the title of all jobs involving loading of
machines with material and removing the finished product with
out checking it (primarily hopper-fed machines).

5. Hand Feeder-applied to those jobs which involve feeding
an automatic machine, piece by piece, by hand.' 

Examples of the uses of these titles are as follows: Countersink 
Setup Man, Automatic Screw Machine Setup Man, Boltmaker 

'Courtesy of The National Screw and Manufacturiai Company, Cleveland, Ohio. 
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Setup Operator, Turret Lathe Setup Operator, Countersink Oper
ator, Automatic Tapper Operator, Waterbury Slotter Feeder 
(hopper-fed), Automatic Spoke Machine Feeder, Roll Thread Hand 
Feeder, Drum Slotter Hand Feeder. 

Some consideration should be given also to the titles of those 
jobs which are definitely established as learning classifications so 
that these titles clearly distinguish such jobs from all others. One 
convenient way to do this is to insert the word "Junior" in the title 
of the learning job: for example, Punch Press Junior Setup Man is 
the learning classification for Punch Press Setup Man. In some 
cases, more than one learning classification may be necessary where 
the objective job requires a rather long learning time, as for ex
ample, Boltmaker Learner and Boltmaker Junior Setup Operator. 
If the term "Helper" is used as a part of the title of some jobs similar 
in skill level and gerieral content, the use of this term should be con
fined to tilese jobs and should not be applied to any jobs that are 
primarily learning classifications. Thus, the Boltmaker Helper 
involves ony unskilled duties performed in assisting in the opera
tion of ihe machines and does not include any training in the setup 
and operation of dhese machines. For those jobs in which the 
learning time is relatively short, it will not be necessary to establish 
these learning classifications, as for example in the job of Punch 
Press Operator. In other cases, learning classifications may be pro
vided in a series of progressively more difficult jobs, each of which 
has a well defined scope of duties and responsibilities. An example 
of this type of job progression is found in the series Automatic Screw 
Machine Helper, Automatic Screw Machine Operator, Automatic 
Screw Machine Setup Operator, and Automatic Screw Machine 
Setup Man. 

In many cases, these learning classifications may have to be 
added to the job structure after the jobs are rated. The reason for 
this is that the classification levels of the jobs in a series may show 
wide gaps which would not provide for a steady and even progres
sion in terms of wage rate from the lowest classification in the series 
to the highest. For example, the job of Toolmaker may fall in 
Class 8 in a classification structure of eight grades or groups of jobs 
whereas the jobs of simple machine tool operators in the Tool Room 
may fall in Class 3 or Class 4. In order to provide for training and 
promotion within the Tool Room, it would be necessary to establish 
learning jobs in at least some of the classification levels between 
Class 4 and Class 8 so that an individual could progress from one 
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Class to the ne t higher Class over a period of time while learning 
the duties and skills of a Toolmaker. If such provision for the 
training and promotion of workers within the company is not a part 
of company policy these arrangements for training jobs would not 
be necessary, of course. Also, these intermediate classifications do 
not have to be established until they are actually needed for classi
fication of employees in training. 

Finally, in some job series it may be necessary to distinguish 
between the r.)re difficalt jobs and the less difficult jobs of similar 
content by indicating the classification in the title. This is usually 
done by using the same base title for the jobs but adding to the title 
such designations as First Class and Second Class: or 1, 2, and 3; 
or A, B, and C. For example, Packer A would be assigned the most 
difficult and complicated orders to pack for shipment while Packer 
B might be assigned only less difficult products to pack.- The im
portant point here is to distinguish very clearly and specifically b1e
tween these various levels of jobs haiving quite similar content so 
that the differences in skills and responsibilities. may be evaluated 
accurately; then the workers may be placed accurately on these jobs 
according to the skills and qualifications:required by the work as
signed to them. 

Preparing Job Descriptions
The purpose of the job description in the evaluation of obsis to 

identify, define, and describe clearly the job to be rated aid thus to 
givea fairly detailed picture of the duties and responsibilities of the 
job. The job description is of assistance in providing a full under
standing of the statements, regarding each of the factors to be 
evaluated, as detailed in the job specification. In the rating of jobs, 
the rater will study carefully, first the identification information on 
the job, and then the job description, before attempting to inter
pret the job specification statements on each of the items- that will 
be rated. In order to fulfill these functions, therefore, the job de 
scription must be accurate, concise, and sufficiently complete in 
detail to describe all of the duties which involve any phases of the 
factors on which the job will be evaluated. 

e°urces oF Job Description Data 
The information on the basis of which the job description is writ

ten will come from the job analysis report in whatever form itmay
have been prepared. If the Job Analysis Data Sheet 
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has been used in analyzing jobs, the writing of the.job description 
will be a process of putting into final form the information from this 
record. If the data sheet has been used merely for notes about the 
job, then the analyst, in writing the job desicription, must phrase 
all of this information which is in note form and incorporate it into 
the Job Summary, or statement of the job, and the Work Performed 
or duties )f the job. 

The identifying information and the statements under the 
SKILL INVOLVED-PHYSICAL DEMANDS section of the data sheet also 
will be helpful in writing the job description. On the other hand, 
if the Job Analysis Data Sheet has been prepared carefully and com
pletely, writing the job description will be primarily a matter of 
copying the necessary identifying information, improving and re
phrasing the Job Summary, and editing in final form the Work 
Performed section. 

Regardless of the character of the job analysis report from which 
the job description is written it may be necessary, and in many 
cases advisable, for the analyst, while writing the description, to 
check and verify those items of the job that may not be entirely 
clear. He should do this by discussing them again with the super
visors and by comparing the job he is writing about to other jobs in 
the department or to similar jobs in the company. 

Extent of Job Descriptions 

In preparing to write job descriptions for its jobs, each company 
must decide how much detail is going to be included in the job de
scription itself. Generally speaking, there are three levels of detail 
which conceivably might be used in the job descriptions for job 
evaluation. These are: 

1. Job Identification: All information necessary to identify the" 
job without describing the duties in any detail 

2. Job Identification plus Job Summary: Detailed identification 
plus a definition of the job describing the scope, purpose, and con
tent very briefly 

3. Job Identification plus Job Summary plus Work Performed: 
The same as 2 with the addition of a detailed description of the 
Work Performed covering the WHAT-HOW-WHY of the job. 

Each of these types of job descriptions would of course neces
sarily have to be supplemented by the job specification. the primary 
source of direct information leading to the rating of the job. The 
Job Identification alone is not adequate for any purpose. The 
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identifying factors such as job itle, code, and so on must be de,
fined in some manner; the best method of defining them is by re
ducing the definitions to writing rather than depending on genera
practice or memory. It appears, therefore, that level 2 gives thE 
minimum amount of information which would serve the purposes ol 
job evaluation. Provided the job summaries are adequately writ
ten, it is possible that this amount of detail would serve as a mini
mum for job evaluation purposes.

If the time spent in analyzing jobs for the purposes of preparing
specifications and adequate job summaries is not to be lost., how
ever, it is essential that a description of the Work Performed as well 
as Job Identification and Job Summary be a part of the job descrip
tion. While the Work Performed may not be vital to the job
evaluation, it certainly contributes considerably to an understand
ing of the job by the rater as he begins to evaluate the job. Also,
it will undoubtedly facilitate the wage and salary administration 
system based on job evaluation. These considerations alone justify
inclusion of the Work Performed; but in addition, one may take 
into consideration the many valuable by-products and additional 
uses which the company may profit from if the job analysis informa
tion is organized into complete job descriptions. In this way, the 
company may make full use of the time spent and of the information 
collected in the process of job analysis. It should be noted that the 
amount of detail which may be included in the Work Performed 
may also be varied considerably. It seems advisable to limit or 
expand the amount of detail included in the Work Performed in 
relation to the anticipated uses (in addition to job evaluation) to be 
made of this material. 

Outline and Content of Job Descriptions 
The outline of the job description is comprised of three principal 

parts: (1) Job Identification, (2) Job Summary, and (3) Work Per
formed. The Job Identification information will include the vari
ous identifying facts which are considered necessary for this purpose.
The Job Summary will state briefly all of the significant facts re
garding the duties of the job. The Work Performed section will 
describe in necessary detail the WHAT, HOW, and WHY of the job. 

Identifying Facts 
The minimum identifying facts necessary on the job descrip

tion sheet are the job title, the department, and the last date on 
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which the information contained in the description was verified as 
correct. This date may be the date of the analysis of the job, or it 
may be the date of the writing of the job description if the factj 
were reverified at that time. In addition to the job title there may 
be in the identification one or more codes that have been established 
to assist in identifying jobs or to be used in other ways, e.g., in classi

fying or sorting jobs. Such code numbers should also appear in the 
identifying information in the hehding of the job specification. 

In addition to the name of the department, its number or other 
code identification might well be included. If there are any other 
subdivisions of the department, provision should be made to include 
this information also. 

Other data which may be included in the heading to serve some 
useful purpose are the number of employees on the job, the number 
of employees in the department, and the corresponding title and 

" code from the Dictionaryof OccupationalTilles. Depending on the 
individual circumstances, it may be helpful to include in the head
ing the name of the department head, the name of the immediate 

supervisor, the former title or alternate titles for the job, and pos
sibly even the name of the analyst. It is not necessary in most 
cases to include any lengthy descriptive material in the heading for 
identification purposes, since the Job Summary and Work Per
formed also assist in identifying the job. Also, the standardized 
title itself should be much more helpful in this respect than the pre
vious title terminology used in the company. 

Job Summary 
.. If the Job Summary is prepared skillfully, it can serve many 

useful purposes. "Its function is to give the reader an over-all con
cept of the purpose, nature, and extent .of the tasks performed and 
how the job differs generally from other jobs." 3 Thus the Job 
Summary can be used as a definition of the job for quick reference 
when something more than the identification is required and when 

it is not necessary to have all of the detailed information included 
in the Work Performed. This definition of the job not only may be 
useful in rapidly referring to the job description volume but it may 

2United States Employment' Service, Didionary of Occupational Titles. Part I-

Definitions of Titles, Part H--Titles and Codes. Washington: United States Govern

ment Printing Office, 1939. 
3 War Manpower Commission, Division of Occupational Analysis. Training and 

Reference Manual for Job Analysis, page 13. Washington: United States Government 

Printing Office, 1944. 
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be typed or printed separately in booklets or manuals for other uses 
where less complete or more complete information is not desired. 

The Job Summary performs a very important function in con
nection with an understandiig of the jol) description as a whole. 
As indicated above, the identifying information in the heading
identifies the job and orients the readcr to somoie extent with respect 
to the information which follow-. The Job Summary carries this 
orientation one step further by giving a brief of the entire jol)-sup
plying information as to the scope and purpose of the job as well 
as an over-all statement of the duties. . This method of organizing
job descriptions-from identification to definition to detailed de
scription-has been found to be very convenient in use. It is very
effective in putting across to a reader unfainiliar with the job a great
deal of pertinent information about tha, job very quickly and very 
effectively. 

If the Job Summary is to perform adequately the functions given
above, it is clear that it must be written very carefully according to 
specified standards. The following points will assist in the writing 
of effective Job Summaries: 

1. The statement should be as brief as possible and still accom
plish its 'purpose. 

2. Words should be selected carefully to carry the maximum 
amount of specific meaning. 

3. General or vague terms should be avoided except where they 
are absolutely essential as a sul)stitute for a long, detailed explana
tion. 

4. The statement should differentiate the job from all other jobs
accurately enough to be used in classifying workers on the job.

5. The purpose of the job must be clearly stated. 
6. The most important features of the job should be brought 

out with only enough detail to make them clear. 
7. The Job Summary must conform to the WIIAT-IIOW-WHY job 

analysis formula. 
One of the most difficult features of the writing of the ,Job Sum

mary is to avoid using generalized terms such as "responsible for,"
"handles," and the like. In many cases it will be found that in 
order to avoid using rather general terms a long string of more spe
cific verbs may be necessary as a substitute. For example, the 
assistant editor of a monthly company publication "assembles 
copy." The general task of "assembling copy" involves a great 
many detailed operations too numerous to include in the Job Sum
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mary, yet the use of this term "assembles" actually carries very 

little meaning. In cases of this kind, where it may be necessary to 

use such gereral terms, they may be repeated in the Work Per

formed in such a way that the additional detail adequately explains 

and describes the operations covered by this general verb. While 

the use of such terms does impair somewlat the ability of the Job 

Summary to carry a maximum amount of specific meaning, these 

terms do not generally detract from the function of the Job Sum

mary in identifying and differentiating the job from other jobs. 

Many examples of job summaries of the type which serve quite 

well in the job description for job evaluation purposes may be found 

in the job description volumes for various industries published by 

the United States Department of Labor-Job Macline Shops, for 

instance. The Dictionaryof OccupationalTitles' also can be helpful 

in establishing a pattern for job summaries, since the definitions of 

titles found in this volume correspond generally to the standards for 

the Job Summary given above. 
There is one important difference however, between the job 

summaries used in general occupation descriptions and those which 

are used in specific job descriptions as discussed here. A Job Sum

mary for a specific job in a specific company can be written in much 

more direct and precise fashion than a job. summary written as an 

industry-wide description of a given occupation. Also, it is impor

tant to bear in mind that the readers and users of the job descrip

tions prepared as a part of a job evaluation program usually are 

familiar in a general way with the jobs being described. They are 

also familiar with the terminology of their company and of industry 

in general which can be used in describing these specific jobs. 

It may be advisable to write the Job Summary after all other 

parts of the job description are completed. 'In this way the Job 

Summary can be written as an abstract of the Work Performed after 

all aspects of the job have been described in detail and their relative 

importance in the job as a whole has been studied and taken into 

account. On the other hand, if the principal points to be covered 

are outlined in the Job Summary as the first step in recording infor

mation on the job, this outline can be used as a guide in organizing 

4 United States Employment Service, Job Descriptions for Job Machine Shops. 
For a compre-Washington: United States Gove nncnt Printing Office, April, 1938. 


hensive listing of these publications see Shartle, Carroll L., OccupationalInformation,
 
Chapter III. Selected List of Occupational Information Publications. New York:
 

Prentice-Hall, Inc., 1946.
 
3Op. cit., PartI-Definitionsof Titles.
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the remainder of the job information. The Handbook of Job 
Evaluation for Factory Jobs of the American Institute of Bolt, Nut 
and Rivet Manufacturers' has the following to say on this subject: 

The first thing the analyst should do in obtaining information 
from either a worker or a supervisor is to secure a statement of 
the job which is in concise form and gives an over-all identifica
tion in as few words as possible ... The statement of the job, 
or job definition, serves as a useful tool in getting the interviewee 
to think of the scope of his job, and also to think of its p,..r'pose, 
nature, tasks performed, and how his job differs from other jobs.

The analyst should be able to use the recorded statement 
of the job as the outline for the recording of j b duties. 

In addition to the Job Summary covering the WHAT, HOW, and 
WHY of the job, it may also be advisable to include a reference to the 
supervision given and received by the workers on this job. This is 
usually particularly important in office jobs although it is some
times helpful in many factory or other operative jobs as well. Thus 
the Job Summary for Senior Cost Accountant may start with 

Under the direction of the Chief Cost Accountant, develops
and carries out cost control procedures, 

In some cases it may be helpful to standardize the designations 
of types of supervision given and received. An example of this is 
given by Scott, Clothier, Mathewson, and Spriegel as follows:' 

Immediate Supercision-The degree of supervision that an 
apprentice, a clerk learning office routine, or a copyist draftsman 
receives. It is not expected that the employee will use much 
initiative, and this faculty is watched until the supervisor is sure 
it is being used in the right direction. Immediate supervision in
volves close watch over all the specific details in the work-what 
duties are performed, how they are perform ed, step by step.

Supervision-Thedegree of supervision that a new clerk would 
receive after the first uncertainty is over, and the supervisor feels 
that the clerk is "catching on." Supervision does not involve so 
close a watch over specific details, but general phases of the work 
are controlled by constant reference to the supervisor for advice 
and decision. 

6Personnel Research Institute of Western Reserve University, Handbook of Job 
Evaluationfor Factory Jobs, American Institute of Bolt, Nut and Rivet Manufacturers,
Cleveland, 1946, page 11. 

7Scott, Walter Dill, Clothier, Robert C., Mathewson, Stanley B., and Spriegel,William R., Personnel Manage'meint, Third Edition, page 128. New York: McGraw-
Hill Book Company, Inc., 1941. 
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General Supervision--The degree of supervision flowing from 
foreman to journeyman. The worker here begins to assume his 
share of responsibility. He is supposed to know the mechanics 
of his job and exercise that knowledge without advice or spur. 
The means of performing a given task is usually left entirely to 
the worker. 

Direction-Thedegree of supervision exercised over a trained 
worker by bIis administrative chief or section head. A definite 
objective iS set, and the worker is left to go ahead, in conformity 
with policies with which he has no recommendatory connection. 
It is expected that there will be need for frequent conference both 
as to the general phases of the work and specific details. 

Gencral Direction-Thedegree of supervision exercised over a 
section head by his administrative chief. The latter expects a 
finished product without appreciable reference even as to general 
plans of the work and with practically no reference as to the 
specific details of how the work is to be accomplished. 

General Adminisirative Direction-The degree of supervision 
exercised over a trained technical man by his administrative head. 
General administrative direction lays emphasis on the fact that 
the technical features of the work are practically all in the hands 
of the worker. It is illustrated by the direction the president of 
a manufacturing corporation might exercise over the chief en
gineer. 

Work Performed or Duties oF the Job 

In writing the Work Performed portion of the job description 
the most important feature is the organization of all the facts aboul 
the job for an orderly presentatioh of this information in the descrip. 
tion of the duties. This organization or outline of the frets to b 
presented is important in two respects: (1) if the facts are organizec 
before the Work Performed section is written, it is much easier tc 
write the detail and compose this description of the duties of th( 
job; (2) a well organized description of the Work Performed on th( 
job will be much easier to read, more meaningful, and more precis( 
than a haphazard detailing of duties. 

The balance of the Work Performed should expand upon the 
introduction and explain the important details of the job so logi
cally, concisely, and specifically that a totally uninformed reader 
can visualize the tasks and understand the job with a minimum 
of reorganization of the data. It must, therefore, consist of an 
orderly presentation of the tasks of the job. . . . It is here that 
the organizational ability of the analyst is called into full play 
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for he must organize his material so that the clearest job picture
is presented.3 

The first step in the organization of the Work Performed section
is to determine what are the major tasks, steps, or parts of the job.
This requires a thorough study of all the available information about 
the job. An analysis of this information to group the facts which
have been obtained into some logical organization generally will re
suit in three to eight tasks or sections to be described. Generally
speaking, each job described will require a somewhat different or
ganization of the information. The tasks sections of one jobor 
may be of an entirely different nature from the tasks of another job.
It is for this reason that a task can be defined only as one of the sec
tions used in describing the job. For example, one job of machine 
operator may involve the following tasks: (1) Set up the machine,
(2) Operate the machine, (3) Gauge the work, and (4) Periodically 
oil and adjust the machine. 

A setup man on this same type of machine may perform only the 
one task of setting up the machine, so-that for purposes of descrip
tion the job of setup man might be broken down into the following
tasks: (1) Prepares to set up machine, (2) Inserts dies, (3) Adjusts
cams and feed mechanisms, (4) Tries out operation of machin,
(5) Turns machine over to OP2RATOR. In addition to such regular
tasks, another section may be added to describe those duties which 
are performed only occasionally or which may be performed only by 
some of the workers on the job.

Because jobs vary considerably in the ;,ay they are constructed,
the organization of the description of the Work Performed will vary
considerably from one job to another. In general, however, the
breakdown of the Weork Performed into sections for purposes of 
description will'be organized chronologically or in some other logical
fashion. For example, the section describing the setting up of the
machine generally will come before the section describing the oper
ation of the machine. Likewise, the duties performed regularly
and by all workers on the job will comprise the principal sections of
the Work Performed; those sections that describe duties performed
only occasionally or by only some of the workers on the job will 
appear in one or two sections at the end of the Work Performed. 

9War Manpower Commission. Division of Occupational Analysis, Training andRefer,nce Ma al for Job Anulysis, page 14. Vashington: United States Government
Printing Office. 1944. 
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In any event, all the information about one phase of the job will 
appear in one section. 

The organization of office jobs or administrative jobs, which are 
not primarily cyclicai ;.nature, 1.;sually will be different and some
what more difficult than that of simpler types of jobs. In such 
cases the steps or sections under which the job is described will not 
necessarily have any chronological organization. Office jobs may 
be organized in many other types of logical outline-on the basis of 
subject matter, level of difficulty, administrative versus operative 
work, etc. 

The development of this organized presentation of information 
is one of the key skills of the job analyst. It will be developed suc
cessfully only after considerable experience with various types of 
jobs accompanied by criticism and suggestions from those reader's 
who ase the job descriptions. Here again it .hould be emphasised 
that the reason for the importance of the organization of this ma

terial is that it should be presented by the writer so that the reader 
will not be required to reorganize the material as he reads in order 
to understand the job clearly. 

As pointed out above, the general practice in describing Work 
Performed is to break down the job into approximately three to 
eight sections for purposes of describing it. Experience has shown 
that most jobs can be organized clearly and successfully by such a 
breakdown. If more than eight separate sections are included the 
presentation tends to become quite confusing. As a matter of fact, 
factory jobs or other less complicated jobs usually can be described 
successfully in not more than five sections. Only a few of thre more 
complicated administrative, executive, technical, and professional 
jobs will require a breakdown into more than five sections. Follow
ing are some exampies of the lead statements from the Work Per
formed sections of several job descriptions of the Division of Occu
pational Analysis published in pamphlet form for the use of the local 
offices of the United States Employment Service :' 

Job Description for PLATER I 
1. Prepares articles for electroplating: 
2. Plates articles: 
3. Washes plating solution from articles and dries them: 

Job Description for OFFICE .1ACHINE SERVICE M N 

1. Prepares to service machine: 

War Manpower Commission, Division of Occupational Analysis. Washington: 
United States Government Printing Office, 1944. 
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2. 	 Makes minor machine repairs on premises: 
3. 	 Makes major machine repairs in shop:
4. 	 May assemble and test new machines before delivery to 

buyers: 
5. 	 May perform related work: 

Job 	Description for PRECISION-LENS GRINDER 

1. Prepares to grind and polish glass stock into prisms and 
lenses: 

2. 	 Rough-grinds prisms to approximate shape and dimen
sions: 

3. 	 Blocks (mounts) several prisms together preparatory to 
fine grinding and polishing:

4. 	 Fine-grinds and polishes blocked prisms: 
5. 	 Grinds and polishes lenses: 
6. 	 Centers and edges lenses: 
7. 	 May form and inspect lens and prism optical systems: 

Job 	Description for AUTOMOBILE MECHANIC 

1. 	Keeps automobile in good running order by making peri
odic inspections and adjustments of parts:

2. 	Restores mechanically defective vehicles to service by 
overhauling faulty parts: 
(a) 	Overhauls major operating units such as motor, 

transmission, and differential: 
(b) 	 Repairs automobile electrical systems: 
(c) 	 Performs other repair work: 

Job 	Description for ASBESTOS WORKER, GENERAL 
1. 	Prepares to cover objects with insulating. material: 
2. 	Applies insulating material to surfaces by one of the fol

lowing methods: 
(a) 	Applies plastic insulating material such as asbestos, 

cement to such equipment as boilers, ducts, pipe 
lines, and tanks: 

(b) 	Applies magnesia, cork, or asbestos blocks and sec
tions to heating and air-conditioning equipment,
pipe lines, tanks, and stills: 

(c) 	 Applies felt insulation to brine, ammonia, and ice 
water piping:

(d) 	Secures prefabricated sections of mineral wool insu
lating material (hollow cylinders split longitudinally) 
to heating pipes: 

(e) 	 May blow adhesive sound-absorbing material upon 
ceilings or other surfaces: 

The descriptions for ASBESTOS WORKER, GENERAL, and AUTO-
MOBILE 1ECH. NIC illustrate another type of organization which is 
sometimes very useful. The organization into two or three major 
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sections, with subheadings under one or more, often clarifies the 
description of the Work Performed. 

With respect to the discussion regarding the number of tasks or 
sections into which the Work Performed might be divided, it should 
be noted that the Work Performed section on PRECISION-LENS 

GRINDER given above is prefaced by the following: 

Note--The all-around PRECISION-LENS GRINDER is compara
tively rare. Precision optical grinding is usually performed by 
workers who specialize in such phases of the work as rough
grinding, fine-grinding, polishing and edging. 

This further emphasizes the point that only in very rare cases is a 
large number of sections necessary or advisable in organizing and 
constructing the Work Performed; in this case the work described 
usually is performed by more than one worker and only rarely does 
a single worker perform all of the seven tasks described. The 
Trainingand Reference Manualfor Job A nalysis re-emphasizes this 
point: "The primary consideration is to organize the statements so 
that the uninformed reader can obtain a clear concept of the work 
performed on the job."1 

Style 
Just as a standard organization of information in the job de

scriptions will make for uniformity, so will the adoption of some 
standard rules for writing style. A few standards for style will 
improve greatly the usefulness of the job description, and will make 
it easier to read and easier to write. Careful attention to style 
points also will increase the accuracy of the description and will 
tend to make it more precise. It should be understood clearly that 
the adoption of a standard style or technique is not based on any 
desire to improve the literary excellence of the job description. It 
is solely for the purpose of improving the description as an instru
ment for recording and conveying accurately and completely the 
necessary job facts. 

In the above examples of section headings from job descriptions 
of the United States Employment Service, we find one element of 
style which has been followed uniformly in the writing of these de
scriptions. Each of the section headings listed in these examples is 

10 War Manpower Commission, Division of Occupational Analysis, Training and 

Reference Manual for Job Analysi3, page 15. Washington: United States Government 
Printing Offife, 1944. 
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a lead or "flg" statement introducing the detailed description of the 
WHAT, HOW, and WHY of that phase of the job. This flag statement 
technique clarifies the organization of the job description and sum
marizes very briefly the major tasks or sections in the job. Thus 
the job description can be read by looking first at the Job Summary 
and then skimming through the flag siatements on each of the tasks 
in the Work Performed. Also, in a detailed reading of the job de
scription itself, the flag statement serves to introduce each of the 
ta.ks and to orient the reader with respect to the detail which fol
lows in the description of each task. Examples of these job de
scriptions" are shown in Figures 51 and 52. 

Another item which should receive careful attention in the writ
ing of job descriptions has been referred to above in the discussion 
of the Job Summary. It is essential that the verbs particularly 
he selected with great care. They should convey the maximum 
amount of specific meaning. They must not be of such a general 
nature that they fail to convey any particular meaning or that they 
carry several possible connotations. The verbs used in the job 
description should be of an "operational" nature, referring to a 
specific action, so that there is no doubt as to what is taking place 
in the job when the particular verb is used. 

The following standards have been used as a guide in writing 
job de.criptions: 

1. The style generally should be terse and direct, with a mini
mum of complicated sentence structure. 

?. All words and phrases or other embellishments which do not 
include necessary information should be omitted. 

3. Each sentence should begin with a functional verb, the 
worker on the job being the implied subject. Passive verbs should 
be avoided. 

4. The present tense should be used throughout the descrip
tion. 

5. Description of duties should be specific with emphasis on 
the skills und purpoes involved, and should not be allowed to de
velop into a detailed motion study. 

6. The term "may" should be used to introduce descriptions of 
tasks which only some of the workers on a job perform. For pur
poses of consistency, this term should never be used in any other 
connection. 

7. The term "occasionally" should be used to introduce state
"Courtesy of The National Screw and Manufacturing Company, Cleveland. 
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FIGURE 51. JOB DEscRiP iO-.-TABuLAj TYPIST-CLERK 

JOB TITE yAMLR ?TPIRT-CIRE 

NO. OP £a4PLOyci5IOKpANUENT- 6ta keemt~ng 

---- 15. 1944 .o OF ChIPLovy9g ON Jao --

STATaMINT OF TH. JOE 

Types end does simple computation on Tarious cost aoccont
.ng 	 reports and records from data supplied in organised 
form. Porforms other general clerical duties, Including 
miscellaneous typing and duplioatinlg. 

DUTIr5 OF THE JOB 

maintains a complete set of records for all maohinery 
and equipmnt, furniture, and fixtures land and 
buildinges obtains from IUTERIEDILTf O T ACCOUNITANT. 
all necessary information for posting records such as 
auadepreciation, transfers, disposals, labas and 
material cost or repairs and raintenence, amortization 
of Defense Faci2iti-s. and necessary information on 
now purchaseas keeps cost ledger cards, repair cost 
file cards, and leador cards on fully depreciated 
equipment in proper fi!;. ,- book, computes book 
balances by adding and subtracting, and posts above 
Information by hand or typeritelr makes up now 
ledger cards as necessary. 

2. 	 Prepares ar' duplicates Weekly Production and Hour 
Reports, Weekly lachine Hour Reports, and Weekly 
Operating Statenents. computes simple percentages 
on comptomster or calculating machine, and adds the 
current ok' tigures to the duplicating mater 
using the hootowriter (electric typowriter) from 
data supplied in organised form. Operates fluid 
process duplicating maohine to dulicate these 
veokly reports. 

3. 	 Does other miscellaneous typing and clerical ork, 
primarily with figures, as assigned. 
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FiGuii- 52. JOB DESCRIPTION-WASHER ASSEMBLY STOCKMAN 

Joe taE WASHtASSDMLY STCI 	 EXAMUPIZ 

OaPAPr NYIN9rk asher andHut Aesembly JOm COOX NO. 89-262 
NO. oP ampLyeS ON Joe ______________sx 0 6 47 

STATEMENT OF THE JOg 

Mudar the direction of the WASHER ASSEmBLy SETUP M3, receivesand breaks down mill box loads of Incoming stock, sortingaccording to classification of product, in preparation for

distribution in dapartmntl services WASHER FAID ASSEUDMEby lifting mill boxes of iork on to assembly tables, weighscompleted work on floor scale to measure production, anddelivers to Department 96 
on hand truck to be packed.
 

OUTIES OF THE JOB 

.	 Receives, sorts, and dlivers stocks carries millboxes of washers and bolts from stock to selected 
locations on floor according to size and type of
plating, as directed by "ASPM ASSRLDLY SVh.? UN;
selects proper boxes by reading travel ticket and

l ts onto work tables to be assembled by ,ASHER
HM ASSEVBIERS or places on hand truck, pulls
loadd truck to Washer Asserbly machines, andselects proper boxes to place at each mhine, as
 
directed, according to type of stock. 

2. Weighs oompleted work in 	mill boxess hauls con.pleted work to scales on lift truck to weigh by
placing boxes on scale in groups according to
shift and work group a shmm on production ticketsrecords weight on production ticket to show amount
produced by seift and work group. 

3. Delivers all mill boxes of copleted work to Department 96 by hand trucol,'o be packed. 

4. Does elTand work for the department such as hauling
mill box loads of work by lift truck from thePlating Departmnt and to the Heat Treat Departmsnt. 
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ments describing tasks performed once in a while and tasks not 
customarily performed by any particular workers on the job. The 
term "may" should not be used to refer to these "occasional" duties. 

8. All important tools and equipment used by the worker 
sholld be mentioned specifically and should be identified by num
ber or trade name wherever necessary for purposes of clarity. 

9. All references to other jobs, individuals, departments, sec
tions, machines and the like should be very specific and definite. 

10. All references to other jobs should be by full title written in 
full caps. Full caps should be used for all i-4b titles throughout. 

11. All names of departments and specific machines should be 
written with initial caps. 

12. Any qualifying or incidental explanatory information should 
be written in parentheses to show that it is in the nature of an aside 
and is not an integral part of the description of the task. 

13. Where job titles are being changed considerably in the proc
ess of writing job descriptions, the code numbers should be used 
throughout, at least in the first draft, to avoi any confusion or mis
understanding in reference to other jobs. 

It is possible to follow these standards for style, or modifications 
of them adopted by a particular company, and still introduce a 
more personal type of writing. In such cases the sentence may not 
always begin with a functional verb; articles, pronouns, and sub
jects may be used more freely. While such a personal style will 
tend to lengthen the job description, it may have the advantage of 
being more acceptable to the employees who are to use this material. 

Uses oF Job Descriptions 

While the job description has important uses in the rating of the 
jobs, it is also to be used continually in the maintenance of the job 
evaluation systera. Frequently, a job changes enough so that it is 
judged to be different from what it was before, perhaps sufficiently 
different to place it in another wage bracket. It is essential to know 
not only the details of the job as it is at present but, equally impor
tant, what the details of the job were before it changed. A com
parison and analysis of the change then may be made. Also, where 
there is some question as to whether the job actually has changed, 
it is essential that the job description be complete enough to serve 
as a measi ring stick for such a determination. This is a vital fea
ture of the entire wage and salary administration based on the job 
evaluation, for it is a well-known fact that jobs do change to a 
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greater or lesser degree over a period of time. What is more im
portant and more difficult t.o handle, they tend to change gradually, 
by small degrees. The difficult point, then, is to decide when the 
job has changed sufficiently in content., skill, and responsibility to 
justify a revision of the job description and a re-evaluation of the 
job. 

Another faictor of primary importance in this respect is the use 
of the job description in defining the job title and describing the 
job a.3 a basis for classification of workers on jobs, that is, the identi
fication of workers by job title. Since the job title assigned to the 
worker will determine his pay rate or rate range, this identification 
of workets by job titles is a key feature of the wage and salary ad
ministration. 

The third primary use of the job description has to do with 
operations-other than pay administration. The uses of job analysis 
information in employee training and in employment procedures are 
particularly important. There are many other uses of accurate, 
complete job informition, because the defined job title is the basic 
operating unit of the personnel department. The job description 
as a detailed i(lentification and explanation of the job title has many 
uses in lal)or relations, safety, placementL, personnel statistics, and 
other personnel operations of the foremen and supervisors, as well 
as of the personnel department. Since job titles are used in con
nection with many other company operations, including those of 
accounting and payroll, the importance of job descriptions as a 
company "dictionary of job titles" cannot he overemphasized. 

It is important to note that job descriptions and specifications 
have other uses in wage and salary administration than just the 
evaluation of the jobs. Such uses of the job evaluation materials 
must be taken into account in determining their form and content. 
This is illustrated by the following excerpt from a, statement of the 
Research Institute of America under the heading "Job Descriptions 
Cut Labor Costs": 

You can keep a better grip on wage costs, if you have your
foremen and supervisors use job descriptions. To provent in
creases in labor costs resulting from the unauthorized develop
ment of new jobs or substantial changes in existing ones, foremen 
should be required to abide by job descriptions in assigning work. 
Establishing new jobs is purely a management decision, to be 
reached after investigation, and upon consultation with depart
ment heads and foremen. Haphazard development of jobs in the 
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shop can throw wage rate relationships out of line; cause wastage 
of skills; result in duplication of work; give rise to grievances and 
pay inequalities; and raise accident rates through inexperienced 
workers doing jobs requiring greater skill. 

Job descriptions help the foreman to remain within his man
power budget. When he makes it a practice to keep workers' 
duties in line with their classifications, he has a basis for estimat
ing how many employees he needs. He has a perpetual inventory 
of manpower. He can make quicker adjustments to work-load 
peaks because he knows exactly who can fit where. There is also 
less variance in workers' output and the foreman can more easily 
plan to meet the production quotas set for him. 

When it is necessary to cut down direct labor costs, accurate 
job descriptions provide a basis for determining which jobs can 
be eliminated and what operations combined. 

High labor costs due to turnover, absenteeism, diminished 
output-all reflecting employee discontent-can be kept down if 
the foreman uses job descriptions in day-to-day management. 
By keeping workers' duties in line with wages, numerous griev
ances are eliminated. Otherwise a worker either "grows" into 
work of a higher skill or is casually assigned to it by a busy fore
man, thus acquiring valuable experience without receiving the 
appropriate pay and frequently lacking the seniority justifying 
upgrading. 

When he recognizes that he should be receiving a higher wage, 
he becomes resentful. At the same time, other qualified em
ployees -ith greater seniority rights for upgrading have reason 
for grievance, too. In some instances, inadvertent breach of 
union contract seniority provisions may result, with consequent 
labor difficulties. 

In the case of those borderline workers who are so often the 
subject of conflicting claims by rival unions, job descriptions make 
useful testimony. In one such case before NLRB, the descrip
tion of the fringe employees' duties played a large part in the 
Board's decision that the claimant union did not have the right 
to represent them ...Here are the factors in the job description which the Board 
took into account: site of work, actual job duties, tools used, 
amount of supervision, wage scale, training necessary and line of 
promotion. 

2 

If job descriptions are to be useful in -.he situations suggested 

above, it is obvious that they must contain considerable pertinent 
detail in order to be conclusive. 

In deciding how much detail is going to be included in the job 

" Labor Report of Executive Membership, October 10, 1945, Vol. 2, No. 21. Re
printed by permission of the Research Institute of America, Inc., 292 Madison Avenue, 
New York. 
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information collected by job analysis and how comprehensive the
record of this job analysis will be, it is necessary to weigh the cost,
the time, and the technical difficulties involved in accumulating
complete job analysis information against the long term advantages
of having this information at hand for use in meeting the many
problems of management where these facts will be of assistance. 
The National Industrial Conference Board has the following to say
in regard to the uses of job information: "There is often a tendency
to forget many of the important uses of job descriptions because of
the emphasis placed on the function they serve in connection with 
wage and salary administration. Many of the important uses of 
a detailed system of job descriptions are given in the following 
summary: 

1. JOB EVALUATION. Establishes a foundation upon which 
to build a formal job evaluation plan in which basic wage and
salary differentials are based upon a sound conception of relative 
differences in job requirements.

2. PLACE.MENT. Provides an effective and objective guide forintelligent interviewing and placement in a modem hiring pro
gram. Appropriate trade tests may be developed on the basis of
major job tasks on which job applicants claim specific experience.

3. COUNSELING. Gives the vocational counselor accurate jobinformation upon which to base his advice to inexperienced and 
physically handicapped workers. 

4. TRAINING. Gives the training director the type of infor
mation he needs in planning a training curriculum that will utilize
the maximum potential skills and abilities of all employees, and
stimulates employee self-advancement. It should aid in getting
the maximum amount of effective training for every dollar spent 
on the training program.

5. SAFETY. Aids the safety director in reducing number ofaccidents by giving him a manual of job characteristics that can
be used in a program of detailed analysis of possible job hazards 
and dangerous working conditions. 

6. EMPLOYEE EVALUATION. Assists in defining the dividingline between job requirements and actual employee performance
 
on the job, an effective aid in performance or merit rating.


7. WOMEN IN INDUSTRY. In applying the "equal-pay-for
equal-work" principle, particularly in cases where women are
wholly or partially performing jobs that are normally considered
 
men's jobs, the existence of detailed job descriptions makes pos
sible an objective determination of correct rate of pay for the job.


8. LABOR RELATIONS. By providing a means of common understanding between management and employees 
on the duties

of each job one source of employee grievance is likely to be elimi
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nated and basic pay differentials based on job definitions are likely. 
to eliminate suspicion of favoritism. 

9. WAGE AND SALARY SURVEY. Provides. a method of com
paring rates of pay on key jobs in other companies in the com
munity with confidence that the jobs under survey are actually 
comparable jobs. This aids the company in meeting its obliga
tion of paying rates on a par with those paid by other companies 
on comparable jobs. 

10. METHODS IMPROVEMENT. Discloses possible changes in 
manufacturing methods as a result of the detailed job analysis 
involved in the program. Tle purchase of automatic machinery 
may be based upon a study of skill requirements in view of the 
fact that large potential reductions in manufacturing costs lie in 
the jobs riiquiring a high degree of skill. Job analysis provides a 
basis for r -engineering of jol)s. 

11. MORALE. The procedure of writing job descriptions, par
ticularly where employees are interviewed for job data, serves 
effectively in demonstrating that the employer is interested in 
knowing exactly what each employee is doing and in this way is 
a morale booster. i3 

H3 "Job Descriptiois," Aanagemnwt Record, October, 1945, Vol. VII,Horning, E. S., 
No. 10, page 275. 

http:booster.i3
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Job Evaluation for 1.For any individual it takes more time to getNonproduction Employees more ability.
2. More time does not always result in more 

ability. 
HERBERT V. W. ScoTr* 3. Equal amounts of training time produce 

unequal (diminishing) increments of ability. 
JOB EVALUATION as a tool of management for the 4. For any one individual, there is a ceiling 
administration of wages and salaries was developed beyond which he cannot develop any increase in 
several years ago. The earlier methods of evalu- ability from a specified course of training no 
ation were initially applied to production or direct matter how long it is extended. (He may acquire
labor jobs and were designed for this purpose. more ability if the training conditions are changed.) 
With no other method available than that designed Rule 4 has great significance in job evaluation 
for production jobs, management started to use because, in many cases, the only form of training 
this method for the evaluation of indirect labor that is available is practice doing the work on the 
jobs and then for clerical jobs and later for techni- job. 
cal and supervisory positions. No one method is Our system of job evaluation seeks to measure 
adequate to evaluate jobs in all levels of produc- the "ceiling" of increased ability which can be 
tion, staff, and executive management. Needless attained by continued work on a specified job. 
to say, positions at the level of corporate adminis- If the time to reach that ceiling is short, there is 
trative management must be given additional little increase in ability, and hence there should 
consideration with relation to other forms of be correspondingly little increase in salary for 
compensation, such as profit sharing, those who remain on the job-no salary increase 

Statistical job analysis, combined with psycho- after the ceiling has been reached (except where 
logical analysis of the incumbent in the respective the company has a policy of paying for length of 
job, shows that the most effective job and salary service without relation to any increase in ability).
evaluation plan is one of relatively few job factors. On the other hand, if the time to reach the 
This applies not only to hourly rate production ceiling is long (on some higher jobs, it may be so 
jobs but to salaried staff jobs as well. Our salary long that few reach it befo,;e retirement age), then 
job evaluation technique as applied to clerical, there should be a job ma-imum salary sufficiently 
technical, and supervisory positions makes use of above the minimum so vhat the man on the job
only four factors. may receive many salary increases as his ability 

increases year after year. 

Job Evaluation Factors Aptitude. [An additional rule substantiated by 
the studies is:] When several persons receive the 

Training. The first factor we consider is called same course of training (attend the same classes, 
the T factor, which symbolizes training. It was or work on the same job), some will develop more 
discovered that what industry pays in added ability than others in the same length of time. 
salary for the added ability that can be developed Since the training opportunity is the same, the 
by 1 year of training is a percentage figure that difference must be caused by differences in the 
varies by remarkably small amounts fram one individuals themselves. This difference in persons 
company to another regardless of industry or city which causes one to get more benefit than another 
and type of training. For example, this percent- from identical training opportunity we call apti
age is the same for a shop apprentice just out of tude. 
high school as for a graduate engineer. Astonish- Once the value of T was found, it was not diffi
ingly, it is the same rate by which doctors, cult to isolate the percentage which employers 
dentists, and lawyers increase their earnings pay extra to gei more than average of the two 
during their first year of private practice. Simi- aptitude factors, I and P. Therefore, we were 
larly, an analysis of what is paid for these jobs able to adopt the rude that the increases in salaries 
of varying skill in each successive year indicated that result from a specified amount of extra apti
a uniform percentage of increased value in each tude are not an 9dded amount in dollars but rather 
type of position. Therefore, we were able to are a fixed percentage. This means that the job 
develop a law which could be interpreted mathe- value is obtained by multiplying the factor val-ae 
matically in terms of percentages or ratios for instead of adding points as other systems do. 
each year of preparation. The second ictor we consider is the D aptitude 

As a result of this analysis, a few simple rules * P e l & H I., New Yok Ct. 
became apparent: 

Reprinted by permission from Monthly LaborReview, Vol. 81 (April, 1958), 369-72. 
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factor. This is symbolic of decisions. Both our 
statistical and psychological analyses of people 
and job data indicate that all people are alike in 
the kinds of abilities they possess. They differ 
only in the amounts and the proportion of these 
identical abilities. All people have some D apti
tude; hence they can make wise decisions within 
the scope of their experience, 

The D aptitude produces the ability to perceive 
cause and effect relationships. As the number of 
alternatives increases and the variety of possible 
results increases and the certainty of any one 
result becomes less, there is need for higher D 
aptitude to reach the best decision. While at 
this point, we are speaking in general terms re-
garding the D factor, we have developed many 
subsidiary definitions that are used in the evalua-
tion process. For instance, the evaluator must 
determine to what extent this job requires the 
ability to think analytically, to make sound 
judgments, and to work creatively, 

The need for D aptitude is evident when it is 
seen that the process of management is made up 
of deciding what should be done and seeing that 
others do what they are expected to do. There-
fore, the first function of management depends 
almost wholly on D aptitude properly developed 
by training time, T. 

The next factor is the P aptitude factor. This 
might be symbolic of people. It covers the fune-
tion of control, getting people to do what it was 
planned that they should do. It has been found 
helpful to divide the P factor into two separate 
aptitudes. P-1 supplies consideration for the 
feelings of others, tact, ability to win friends, 
salesmanship that persuades people to buy, concil-
iation that soothes antagonism. P-2 supplies the 
"drive," the motive power to get things done in 
spite of opposition, the determination to succeed. 
The first subfactor is "soft" without the supple-
ment of P-2. The second may be ruthless without 
P-1. The combination of the two produces high 
value throughout many jobs. 

The last factor is the S aptitude which is sym-
bolic of special requirements for the job. This is 
seldom needed, but in some rare cases it explains 
salary diLerentials not explainable by the other 
three factors. A special aptitude is not a different 
kind of ability but, rather an unusual amount of 
ability that all persons have to some degree. For 
example, all people can learn to sing but only a few 
can become successful concert soloists. It is 
required in jobs which call for artistic ability or 
certain other highly developed skills in a narrow 
class of work such as the glassblower who makes 
complicated laboratory equipment, the jet air-
plane test pilot who must possess certain aptitudes 
beyond those of the ordinary pilot. 

On all of these factors, we are not evaluating 
the person. We are evaluating the attributes re
quired to perform the job. 

AJob Evaluation System 

I shall not attempt to describe the complete 
statistical proceas by which the grades of each 
factor were defined and numerical values de
termined for each grade representing salary differ
entials. These values were determined as the 
result of analyzing thousands of jo' q in many 
industries and determining what differentials 
were being paid. When these grades and factor 
values are properly applied, we develop what 
becomes known as the J value, the minimum 
value or job ratio for the job or position under 
consideration. For instance, if the factor values 
resulted in T=-1.40, D=1.21, P=1.15, S=1.13, 
the J value, by multiplying these together would 
be 2.20. As stated previously, these J values are 
now applied to the base salary, the minimum hiring 
rate of the company, to obtain the minimum 
slary of each job. 

It has become almost general practice today 
for a company to have established its policy for 
the minimum hiring rate. This rate is often 
that of the file clerk, which is the equivalent of a 
base wage in clerical work. When installing a 
formal plan of job evaluation such as I have 
described, it is desirable to reconfirm this policy 
through the use of an area survey and to make 
whatever adjustment seems necessary. The 
area survey is also helpful in establishing some 
benchmark jobs to assist the evaluator as he 
approaches various points throughout the evalu
ation scale. I recommend caution in the use of 
area surveys and the interpretation of the job 
content from the job titles that are published. 
The wage and job data should be carefully in
vestigated before making them a part of the 
base structure of a new evaluation plan. 

In the case of the J value of 2.20 mentioned 
before, if the base salary of the company is $45 
per week, then the salary is $46 times 2.20, or 
$99 per week. 
Since these J values can result in a infinite 

number of values, there is no lumping of job 
salaries into job levels as is the case in many other 
systems. Thus the exact value of the job is 
established and the equity for which job evalu
ation was designed has been preserved. 

With the establishment of a base rate policy 
and equitable J ratios, the plan becomes operative 
and yet flexible should the job requirements 
change or our economy necessitate a change in 
the base rate. 

Next we must consider the spread from mini



mum to maximum salary for a single job. This is 
intended te provide salary increases commensu-
rate with growing ability resulting fro, experi-
ence on the job. Job evaluation research has 
resulted in the establishment of two rules affecting 
the maximum salary: 

1. On the lower grade jobs, there is small op-
portunity for growth. The work is largely rou-
tine and is usually learned in a few weeks. Noth-
ing more can be learned except perhaps how to 
handle unusual cases that occur only at infrequent 
intervals. Consequently, there should be few 
salary increases on the job. Offsetting this is 
the fact that opportunity for promotion is fre-
quent at this level. 

2. On the higher grade jobs, increased experi-
ence brings additional ability for many months, 
even years. It takes a long time to learn all 
thut is to be learned on the job. On the other 
hand, the opportunity for promotion is not 
frequent. Consequently, there should be a pro-
vision for several salary increases on the job 
which means a reasonably wide spread between 
the minimum and the maximum. Our formula, 
developed through statistical research, provides 
just this pattern, with a 25-percent spread at 
the bottom and with an increasirig amount at the 
top of the scale. 
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Since all job grades are in ratios to base, a change 
in salary scale does not require any recomputation 
of job evaluations. Also, the same evaluation J 
values hold true in several plants located in dif
ferent cities; hence the benefit of comparing the 
values of similar jobs in a multiplant company. 

Our technique in arriving at our evaluations is 
to work directly with the next higher level of 
management than the position being evaluated. 
Salary evaluation is essentially building a structure 
of job requirements which everyone in the com
pany management can agree is an equitable and 
fair statement of what pay differentials should be. 
It is a judgment of job requirements by individual 
supervisors whose judgments are reviewed by 
their supervisor, etc. In this manner, individual 
differences which may make one person's judg
ments distorted in some way tend to get balanced 
out. The more people entering into the evaluation 
of any one job, because of familiarity with its 
requirements, the more reliable and valid the final 
evaluation of the job will be. In fact, before 
accepting the final evaluation, there is a review of 
all jobs ranked within the department from the 
highest to the lowest by each individual factor and 
by total job value. Further reviews are made by 
comparing jobs of different departments or major 
divisions of the company. 
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Application to health, social welfare, and family planning 

A major fault of personnel administration of white-collar workers often is 

a failure to apply rigorously the principles outliaed in the above readings. 

Very strict job. descriptions may b. written for production jobs in the factory 

or warehouse, but when it comes to the office and the technical positions the 

entire process of defiyd:ng positions, defining duties, and establishing pay rates 

often becomes lax and poorly organized. Much discontent, turnover, and low 

employee morale can and does result from this deficiency. A rigorous follow

through in the procedures described here will pay rich dividends. This is as 

true for health, social welfare and family planning positions as for other white

collar joos. 
The smooth and frictionless operation of a clinic or welfare office requires 

that the employees function as a team. When the d'uties and responsibilities of 

each are spelled out in detail-together with the essential skills, aptitudes, and 
personality traits-the first step in achieving this teamwork is accomplished. 
Where clinics or offices are small, each employee may have a variety of duties 
to perform. Reducing these duties to writing avoids confusion and eliminates 
disputes over jurisdiction, work assignments, and the handling of clients. 

This is equally true for field workers assigned to do home visiting, conduct 
group discussions, organize and hold public meetings, or work with the person
nel of other organizations. Determining which workers are to perform each 
task, how often, and under whose supervision is an essential step in getting 

the entire field department functioning as a team. T/he Communication and 
Public Relations Department, the Research and Evaluation Department, and 

the Training Department are similarly in need of having each job fully speci

fied in terms of the guidelines provided in the introduction to this chapter 

and in the articles. 
What constitutes adequate pay for the various categories and grades of 

health, social welfare and family planning workers is a perennial problem. 
Instituting a system of the type proposed here, based upon carefully delin
eated job specifications, can go far toward resolving this problem as well as 
establishing guidelines for salary increases and promotions. 

Questions for discussion and exercises 
1. Go to a health or family planning clinic or welfare office and observe 

each worker on duty. Observe each person for at least fifteen minutes; then 
prepare a job description for each position. Return to the clinic and ask each 
worker to read and correct his job description. Show these revised job descrip
tions to the clinic supervisor. Ask to compare your job descriptions with the 
"official" ones on file in the personnel office, and determine in what respects 

your job descriptions are superior and in what respects they are inferior to of

ficial ones. Study the system ofjob titles in use at the clinic-does it conform 
to the principles stated in the readings, or is it i'a need of revision? 
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2. Repeat the above procedure for a set of employees in 
(a) The field/community organization department 
(b) The communication/public relations department 
(c) The training department 
(d) The research/evaluation department 

3. On the basis of your observations and conversations draw up a standard 
form for collecting information about the jobs in the units studied. Orient 
this form to the needs of this particular organization Using this form, inter
view two persons in each of the major jobs using a different clinic and office. 

4. When the form is completed, go to still a different clinic or office of the 
same organization and ask the employees to fill it out as a questionnaire. Com
pare the quality and validity of the results you obtain by the questionnaire
method in comparison with the interview and observation method. 

5. Visit the personnel manager of an organization which employs a great 
many white-collar employees. Find out what job descriptions and specifica
tions he has o.i file for each of five different grades or levels of workers (oc
cupations). Find out what procedures were used in collecting the data for 
these positions: whether it was done on the basis of questionnaires filled out 
by the -employees, by interviewing the employees, or by observing them at 
work. Discuss with the manager the advantages and shortcomings of each of 
these thre, methods of data collection, in the context of his particular organ
iz-tion and these particular categories of workers. On the basis of this proce
dure, write up a draft of a proposa for collecting job description data for 
white-collar workers in that particular organization. Show it to the person
nel manager and ask for his criticisms. 

6. When a person is to be hired, in most organizations, it is necessary to 
prepare a written requisition or description of duties to be performed. From 
a personnel officer prepare a sample of ten such requisitions that he has re
ceived within the recent past. Submit these requisitions to a careful and cri
tical review in the light of the principles set forth in the article by Otis and 
Leukart. Write a brief set of instructions which the personnel manager might
issue to guide department heads and supervisors in the future in preparing
their requisitions for new employees, in order that the position might be filled 
more appropriately. Show it to the personnel manager and ask for his criti
cisms. 



Chapter Six 

EMPLOYMENT INTERVIEWING AND USE OF TESTS
 
IN SCREENING APPLICANTS FOR EMPLOYMENT
 

No employee is hired for a job without an interview with a representative 
of his future employer. Research has shown that these interviews tend to be 
far less reliable and error-free than desired. Repeatedly it has been shown that 
employment interviewers fail to choose the best candidates, fail to match the 
job specifications with the qualifications of the applicants, fail to ask impor
tant questions and leave many newly-hired employees with wholly unrealistic 
expectations which will only create future difficulties. It is important, there
fore, that the quality of the employment interview be improved. 

Good interviewing is a skill that can be learned. Persons who do employ
ment interviewing should study carefully and diligently one of the good works 
on this subject, such as Richard A. Fear's The EvaluationInterview (McGraw-
Hill, 1973). 

Because of the pressure of time and specific tasks to be accomplished, em
ployment interviews are guided interviews, in which the initiative is taken by 
the interviewer. In order to guide the interview successfully, the interviewer 
must have prepared beforehand a careful outline of the information he wishes 
to obtain. A written outline of the points to be covered is a very desirable 
part of this preparation. Each organization should prepare its own interviewing 
guide. Following are some topics that often are included in such guides: 

A. Work history of the applicant 
Duties on last or recent jobs 
Likes and dislikes of last (recent) jobs 
Reasons for leaving last job 
Number of previous jobs 
Earnings on previous jobs 

148 
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Promotions, accomplishments on previous jobs 
Aspects of work situation most important to the applicant 
Experience at carrying responsibility, exercising leadership 
Work preferences of applicant 

B. Training andeducation 
Amount of formal schooling--institutions, degrmes, major subjects 
Academic performance-grades, best and worst snbjects 
Extracurricular activities-number, type, positions held 
Special interests, achievements in school 

C. Character,personality 
General psychological and social adjustment 
Initiative, ambition, drive 
Honesty, sincerity 
How hard or conscientiously work is performed 
Leadership potential 
Interpersonal relations wih co-workers-tact, flexibility 

D. Social background 
Marital status, number of dependents 
Health status 
Hobbies, interests 
Reaction of wife, other dependents to job change 
Occupation, educatior of parents 

E. Suitabilityfor employment 
Special assets or liabilities for the particular position 
Specific traits which especially recommend employment of this person 
Specific problems or traits which caution against employment of this 

person 

With an outline such as this to guide the interview, the danger that important 
questions will not be asked or fully answered is lessened. 

The interviewer should encourage the applicant to speak freely and sponta
neously. Every effort should be made to build rapport, and to be supportive 
in order to encourage full and frank exchange of information. If the applicant 
begins to provide too much detail, this can be indicated by gently guiding the 
conversation to a new topic. The interviewer should avoid sarcasm, display of 
temper, rudeness, or authority. The responses of the applicant should be lis
tened to attentively, and the questions asked should reveal comprehension 
and appreciation of the information received. 

One weakness of inexperienced interviewers is a tendency to arrive at a de
cision concerning the applicant very early in the interview. Much of the most 
important information begins to emerge only toward the end of the interview, 
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when rapport has been established and the applicant is making his most ear
nest efforts at self-presentation. 

An absolutely essential aspect of good personnel interviewing is recording 
the information. obtained. Only if it is written or recorded can it be kept for 
future use, or for study at a later time before making a final employment de
cision. If the applicant is requested to provide further documents, take tests, 
or return for another interview, this also should be noted so that the record 
will not be considered complete without this information. . 

Even with carefully written job descriptions and detailed information about 
the training and work experience of applicants, mistakes are frequently made, 
and employment is not offered to the best potential applicants. This, of 
course, can be very costly to the employer, and it is a misfortune to the reject
ed applicant. In an effort to improve their record of success, personnel mana
gers use tests developed by psychologists to screen the applicants. Tests which 
objectively measure essential knowledge or skills (typing, arithmetic, spelling, 
manual dexterity, etc.) have proved very useful in screening out workers who 
lack the requisite work qualifications. However, personality tests designed to 
measure general attitude, aptitude, and motivation have had disappointingly 
little success in predicting whether candidates would perform well. Most suc
cess has been achieved in the development of tests that relate most directly to 
the task to be performed and which have been validated within the organiza
tion itself. 

The readings of this chapter have been selected to cover the entire process 
of recruiting, screening, and selecting new employees. The first two readings 
deal with the employment interview; ,hey give useful suggestions for making 
it a more valid and reliable procedu,'e for selecting new employees. The third 
reading is a hard-bitting warning that standardized personality tests fre
quently have very low predictive value in identifying superior candidates for 
employment. Nevertheless, a majority of companies use them. The final ar
ticle contains practical suggestions for using such tests in ways which will 
heighten their utility. 
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Strategies of 
Effective Intervewing 

By Samuel G. Trull 

The cxecutive engaged in the normal conduct 
of business devotes much of his time to inter-
viewing, However, there is an appalling lack of 
effort given to systematic attempts at buildingimprovements into this age-ol process. Interimrvem ns no thseactivites.viewing wIherremains one of those activities which 

wve think we knowv all about merely because we 
have been doing it so long; we have been lulled 
by habit. It seems apparent that a modest effort
aimed at an analysis of our interviewing tech-
niquos would yield generous returns. 

In the broad sense, interviewing is the process
whereby individuals (usually two) exchange in-
formation. The individuals may be concernlqd 
with a job opening, a promotion, a special as-
signment, a product sale, information for intelli
gence purposes, a proposed merger, or other 
questions. The information exchanged need 
not be limited to facts. In business, particularly,
such products of an interview as meaning and 
understanding are oftentimes more significant 
than objective factual statemcitt. 

Interviewing in the contemporary business 
setting invariably takes place in an atmosphere
filled with a sense of urgency. The time al-
located to the interview is necessarily limit-
ed. Consequently, a nondirective approach finds 
little aprplication; it is necessary to use the guid-
ed interview in the vast majority of situations, 
This inherent time constraint sometimes brings
about dysfunctional consequences: the inter-
viewer is so preoccupied with budgeting his 
time that the content and the purpose of theinterview are vitiated. Hence, we must define 

what we mean by ,n effective interview. For 
the purposes of this article, an effective inter
view is one that optimizes the perceived corn
munication objectives of the individuals in
volved, with time as the principal constraint. 
We shall focus on research findings concerning: 

view.The proper kind of preparation for the inter-
Value of such procedures as having an out

line of points to be covered and taking notes. 

i Use (and misuse) of questions and question
ing techniques. 

* The kind and amount of control that the in
terviewcr should exercise over the discussion. 

* Analysis and evaluation of information oh
tained. 

Planning & Preparation 

The lack of adequate planning for an inter
view is the greatest single fault found in my
studies of the interviewing process.' All too 
often, the inexperienced interviewer launches 
into a discussion only to find midway through
that his preparation is incomplete. A moderate 
amount of preplanning can easily obviate such 
unfortunate occurrences. 

When the objective of the interview is well
known in advance, it is usually a good practice 
to allow the individual concerned ample time to 
prepare for the talk before the actual involve

' See, for example, my report, An Analysis of Precision 
Learning, Evaluation of Information and Decision-Reaching, in Two Groups, Using Closed Circuit Television(Los Angeles, Western Management Science Foundation, 
x962). 

Reprinted by permission from HarvardBusiness Review, Vol. 42, No. I (Jan.-Feb., 1964), 89-94. Copyright 1964
by the President and Fellows of Harvard College; all rights reserved. 
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ment. By indicating, ahead of time and in writ-
ing, the points to be covered, the interviewer 
gives the interviewee an added advantage and 
reinforces the specific purpose of the session. 
Too often the expectations of the interviewee 
may be far different from those of the inter
viewer. This misunderstanding, if not correct-
ed, can be disastrous. 

On the other hand, too much preplanning 
and detailing for an interview can be equally 
harmful. The interviewee may then devel-
op conventionally correct answers or platitudes 
which, of course, reduce the informational con-
tent of the interview to virtually zero. In short, 
he needs a guide, a "steer" - but no more 
than that. 

A written outline of important points to be 
cover d is not necessarily an indication of ri-
gidity; rather, it reflects consideration for all 
parties concerned. When explained, it gener-
ates a feeling of confidence as well as fairness 
particularly if two or more people are to be 
ranked in an evaluation. The outline may even 
include typical questions in order to solicit 
comparable responses. Again, however, a warn-
ing against excess is needed: too much reliance 
on a programed questioning approach is often 
disconcerting to the interviewee and may lead 
to stereotyped answers. Ideally, of course, each 
question should be designed for the situation 
and the respondent. 

In presenting information, a speaker allocates 
blocks of time to various items on his agenda. 
If no time limit is established, the presentation 
can continue indefinitely. Even worse, the truly 
important information may never be told. This 
process takes place by dint of the normal human 
trait of retaining the most significant bits of in-
formation for the end. Psychiatrists recognize 
this and are particularly attentive in the last ten 
minutes of the therapy session. Borrowing from 
this insight, the interviewer, although not able 
to set an hourly cycle as doe, the psychiatrist, 
should try discreetly to indicate a time scale. 
This allows the interviewee to plan and to 
include relevant information which otherwise 
might be withheld. If the interview is termi-
nated too abruptly, the probability of losing 
valuable information is very high. 

A time limit can be suggested by citing the 
next appointment or by noting, perhaps, a previ-
ously schedulkd conference. Actions such as 
tapping - consciously or not - on one's watch 
to indicate time are out of order, of course; so 

is sitting precipitously on the edge of the chair. 
Sometimes it may be in the best interest of both 
parties to set another date for an extended ses
sion or to plan on completing only one or two 
stages of progress at a time. 

Building Rapport 

Certainly the general tone of the interview 
should be one of helpfulness and friendliness 
so as to minimize the immediate barriers to 
forthright communication. In this connection 
it should be mentioned that privacy is a first 
prerequisite to good interviewing. An impor
tant component of this is freedom from distract
ing interruptions. (The telephone many times 
is such a distraction.) 

In order to establish the critically important 
element of rapport with the interviewee, a genu
ine attempt should be made to put the inter
viewee at ease - especially in job application, 
promotion, or other interviews where signifi
cant differences in status exist. Unfortunately, 
sometimes this rapport is attempted by such 
gaucheries as, "Now, don't be nervous!" or, 
"Relax!" 

Normally, at the beginning of an interview 
an allowance should be made for the inter
viewee to adjust to the interview environment. 
The situation is new for the interviewee; it may 
be his or her first experience of this kind. Un
less there is a specified adaptation period, the 
interviewee may be unable to reduce his or her 
level of anxiety, with the resulting loss of the 
entire session. Part of this adaptive process is 
familiarization with the surroundings. It is an 
often overlooked truism that whenever an indi
vidual is placed in a strange situation, he be
comes apprehensive. 

Overcoming this fear is often a most diffi
cult procedure. By explaining, for example, the 
need for commonplace objects such as pencil 
and note paper that ere anxiety-provoking, the 
level of tension may be reduced. Also, it is well 
to remember that the manner and simple cour
tesies extended by the interviewer are greatly 
magnified in the eyes of the interviewee. Thus, 
a limited amount of pleasantries may be con
doned if they fulfill this useful purpose. 

By jotting down significant bits of informa
tion, the interviewer can readily reconstruct 
what actually took place. The record assists 
with details which would be hard to remem
ber if not recorded. The time that would be 
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needed to fix them in mind without benefit of 
notes can be used to greater advantage listening 
and thinking. Then, too, writing down items 
compliments the interviewee; it means that 
his responses are considered important enough 
to be recorded. It is a convenient reinforcing 
mechanism; it may even be used to guide the 
path of the interview, 

Information of a picayune variety should 
naturally be avoided. Similarly, allowing the 
interviewee to relate too much information can 
be dangerous. Any inadvertently revealed facts 
or incidents may bring about severe anxiety 
feelings when he or she reflects on them later. 
Temptations to divulge information too freely 
should be sidestepped as lightly as possible so 
that continued rapport may be maintained. In 
addition, circumspection should be exercised at 
all times Jest the interviewer become too emo-
tionally involved in the exchange. Disagree-
ments tend to provoke planning for verbal 
counterattacks with the result that the informa-
tional content is lost. 

Guiding the Conversation 

The interviewee is overly sensitive to all re-
actions by the interviewer. Taking advantage 
of this, the interviewer may easily steer the con-
versation along the most productive channels, 
Small inflections in the voice give encourage-
ment. By repeating phrases already expressed, 
one finds the respondent expanding with de-
tails on a relevant issue. Sometimes, merely re-
stating the reply allows a time for reflection 
and quite natural expansion or clarification of 
a point perhaps lost in the first verbalization, 
Phrasing a question by rewording it into a 
rhetorical one gives the interviewee a period 
to think through a definite response (although 
caution should be observed that the "right" 
words are not put into the mind of the inter-
viewee). 

Support given by nodding is most effective. 
Other nonv. I means of rendering assistance 
are equally significant. The use of semiverbal 
expressions of a meaningless nature - for in-
stance, "Umm . . ." - can prove most useful. 
Because such utterances provide no direct in-
terpretation, they are received as the inter-
viewee wants to receive them. He then empha-
sizes or magnifies the point as he sees fit. 

A succinct summary of information from 
time to time not only allows for clarity in the 
communication process but also gives the in-
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formant a mirror of just what has occurred. 
Alterations can be made easily by the inter
viewee once he hears what he has said. In the 
final stage, a precise statement of what was 
agreed on or of the general conclusions reached 
often allows for a reduction of confusion. 

When details or figures have been discussed, 
the summary can often be in the form of a 
written memorandum. If the interviewer wants 
to be sure of what the interviewee comrnuni
cated or to check on whether the interviewee 
really understood the data discussed, he can 
ask him to write the memorandum. 

Developing Information 

The tools of the interviewer are his ques
tions. They should be used with dispatch and 
yet with the utmost care. Sarcasm or obscure 
humor should be avoided unless the interviewer 
is positive that the interviewee perceives them 
as such. Usually, the latter's interpretation of 
such activity is entirely serious; he or she may 
respond at the time with a semblance of perceived humor, but the real reaction is often deep 

concern and suspicion. 
Through the judicious use of questions, the 

skilled interviewer not only obtains information 
but also guides the talk along productive lines. 
Leading questions or questions designed with 
built-in responses are usually not very effective. 
Similarly, the double negative type of interroga
tion is to be shunned as it tends to evoke anxi
ety. To avoid slipping into such traps, even the 
best interviewer should review his questioning 
techniques from time- to time. Thus, self-ana
lyzing by tape recording or by having a third 
person observe an interview for diagnostic pur
poses can prevent poor techniques from devel
oping into set procedures. This process may be 
extended to the use of video tape recordings 
with proportionately more significant results. 

In a research project that concentrated on 
questioning techniques, I analyzed the record
ings of about ioo interviews held for the pur
pose of selecting job applicants, appraising ex
ecutive performance, or counseling employees 
in their careers. One of the conclusions from 
this study is this: successful interviewers (as 
evaluated by information obtained) utilize at 
the outset of the interview a pattern of broad, 
general questions. Apparently this allows the 
respondent to answer with information which 
he feels is important, as well as providing him 
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the opportunity to expand into areas that he 
deems to be of vital concern. Once this infor-
mation is released, the interviewer can sharpen 
the focus with specific questions eliciting short 
answers. For example, the "yes or no" kind of 
question should be reserved for the final explo-
ration of a subject, while queries such as "How 
do you feel about working with Joe Smith's 
group?" might well obtain results most useful 
at the beginning of a particular subject. 

Fear of Silence 

It seems that silence in our society is to be 
avoided at virtually all times and all places. 
Unfortunately, this feeling affects the interview, 
Usually fear of silence is felt most by the in-
experienced interviewer. All too often he tends 
to put forth another question while the respond-
ent is meekly attempting to formulate his own 
thoughts into a logical reply - all just to keep 
the air filled with words. 

The tendency to hurry questions and answers 
is compounded by the distorted sense of time 
that peeple get during an interview. To under-
stand the amount of distortion, one research 
group carried out such simple tests as stopping 
a conversation for a short period. Interviewers' 
estimates of the period of silence magnified it 
by a factor of from io to ioo! 2 On the other 
hand, I find, when asking participants in an in-
terview to estimate the time elapsed, invariably 
the interviewee underestimates the period. Con-
sequently, the interviewer in particular should 
be cautious of pushing forward too quickly. In 
many instances, if he will permit another few 
seconds to elapse, he will obtain vital bits of 
information that would otherwise be lost or al-
lowed to remain in a half-expressed state in the 
interviewee's thought processes. 

During these periods of silence, the inter
viewer may profitably spend his time pondering 
the question: "What is he really trying to tell 
me?" Often the content of the interview makes 
an incomplete story when analyzed later on. 
Not only may the words fall far short of the 
desired goal, but also they may convey misun-
derstandings. Allowances for the ever-present 
failures in semantics must constantly be made, 
and further interrogation conducted, in order 

'C. H. Best and N. B. Taylor, The Physiological Basis 
of Medical Practise (London, Baillier, Tindall and Cox,
Ltd., 1g5o).

2B. A. Houssay, Human Physiology (New York, Mc-
Graw-Hill Book Company, Inc., 1g51). 

that a clear approximation of the true meaning 
be obtained. 

Art of Listening 
The often posed maxim to the effect that we 

hear what we wish to hear does not appear at 
first glance to be a profound statement. Yet it 
summarizes the mechanics that lie behind poor 
listening techniques. Individual biases and atti
tudes as well as role perceptions and stereotyp
ing all contribute to the phenomenon of selec
tive perception. Thus, in order to obtain the 
best possible information, it is necessary that one 
be aware of his own particular filters that tend 
to impede if not prevent clear and relatively 
undistorted reception of information. 

It is possible to hear at the rate of from xio 
to 140 words per minute over sustained periods.a 
The thinking or thought projection rate is ap
proximately seven times this figure. The result 
is a surplus of thinking time over listening time. 
The manner in which this surplus time is uti
lized varies, of course, with the individual. How
ever, it is at this point that the interviewer 
tends to project his ideas into the interview 
process, thereby filtering out the interviewee's 
responses. 

One result is that he makes assumptions about 
the respondent and his information that are 
compatible not so much with the interviewee as 
with what the interviewer has already conclud
ed about the interviewee. Suffice it to say that 
it is altogether more rewarding to spend this 
extra time in formulating hypotheses, which 
later can be confirmed or denied as more in
formation is revealed, or in constructing a frame 
of reference for the on-going interview, which 
allows acquired information to be categorized 
easily as it is given. 

Analyzing Data 
The information that is gathered should be 

approached and analyzed from two points of 
reference: the objective and the subjective. 

Objective View. The objective category can 
be broken down into content and form: 

1. Content - This term refers, of course, to 
the factual presentation - what is actually being 
said and whether or not It Is reliable. The over
view of the interview or the pattern of the total 
situation must be firmly grasped and then noted. 

In addition, it would seem that the following Items 
are valuable in evaluating Information 
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0 A response that is overwhelmingly conven-
tional is likely to be suspect, owing to the great
possibility of its bein- less than valid. For in-
stance, in an employment interview, the re-
sponse, "My boss didn't like me," is suspect as 
a cliche. Similarly, the response, "I quit that 
job because the pay was too low," could be ni-re-
ly a platitude to satisfy the interviewer. 

*If the respondent is impervious to inter-
ruption during the interview, thea a measure of 
doubt is cast as to the kind of information the 
interviewee is relating. Such behavior gener-
ally indicates a need to cover all points in a pre-
determined pattern with such compulsion that,
if the interviewee were interrupted, he would 
never be able to reassemble all the parts. Weak-
nesses in the "pseudo armor" should be investi-
gated. 

0 A constant shifting of the subject or an 
extremely short attention span often denotes a 
degree of suspicion. 

0 Should gaps or illogical sequences be prey-
alent, care should be exercised to augment or to 
complete the lapses. The voids should be com-
pleted by direct interrogation, preferably later 
in the interview, to check continuity and to 
arouse a minimum of suspicion by the inform-
ant. Later validation by telephone may help 
with these questions. 


* Conflicting times or facts as well as gaps or 
illogical sequences may indicate areas for careful 
attention or further penetration. 


0 Useful visual barometers of an unduly high
anxiety level are such things as 
a. color of face * d. dryness of the mouth 
b. erratic body movements e. pitch of the voice 
c. varying eye contact f. excessive perspiration 

2. Form - By form I mean the "how, when,
and why" of the information. Words take on dif-
ferent meanings when differentiated along these 
lines. Form can be subdivided into verbal (what is 
heard) and into nonverbal (what is observed) con-
tent. Nonverbal expressions are perhaps the pur-
est kind of information transmitted, since they are 
the most difficult to mask or disguise. By develop-
ing an awareness of and a sensitivity to such sig-
nals as when a certain fact was mentioned, what 
prompted the mention, how it was presented, and 
so forth, the skilled interviewer takes a most u3e-
ful if not an essential step. Indeed, this awareness 
might well be extended to include the nonverbaltransmissions of the interviewer himself. 

Subjective View. In evaluating information 
from a subjective point of view, the interviewer 
isattempting primarily to assess feelings and at-
titudes. It is often argued that these intangibles 

have no obvious place in an interview that takes 
place in a business environment. Yet, even 
though it is impossible to determine exactly how 
feelings and attitudes do influence the information transmitted, it is nonetheless crucially nec
esarta t onethe c altythat 

essary that one be fully aware of the fact that 
these intangibles are powerful, active agents in 
creating opinions. 

Concluding the Meeting 

The final xo% of the interview is perhaps
the most important, since the greatest amount 
of information per unit of time is generally ex
changed during this time interval. In a series 
of taped interviews involving appliance sales 
and sales in which travel arrangements were a 
factor, it was found that the sales person often 
did not hear vital information offered toward 
the end of the interview or after the sale. This 
overlooked information brought about frequent 
misinterpretations, which, in turn, accounted 
for many later cancellations and unsettled corn
plaints. All of this could have been avoided if 
a moderate amount of attention had been exer
cised so as to prevent a premature termination 
of the interview. 

Part of the conclusion usually consists of a 
plan of action - something to be done or
achieved by either or both parties. A clear, con
eise summary of this plan, as mentioned earlier,
 

is a most useful technique for achieving good

results. The summary is helpful to both parties

because it enables them to realize exactly what
 
has been accomplished as well as to focus on a
 

final concordance. 

Follow-Up 

I have observed in my studies that a general
failing of interviewers is their inability to docu
ment just what occurred in a talk. In their 
usual - often premeditated -. hurry to get to 
the next interview, they neglect valuable notes. 
This impatience in many cases is merely be
havior resulting from a self-satisfying need to 
prove to themselves that they are busy.

Adequate notation of significant events, im
and agreed-on information are of 

pressions, reon ingrtinere oagreat value in reconstructing the interview at alater date and in providing a framework for
planning the next session. By documenting a 
series of events, one is able to see things which, 
if merely left to the fragile human memory, 
may fuse into meaningless, disconnected scenes 



156 READINGS IN PERSONNEL MANAGEMENT
 

in a panorama of many human happenings. To 
be si're, too much recorded information may 
well lead to a surfeit of data, a situation I have 
also observed in several interviewing offices, but 
this extreme is easily prevented if good judg-
ment is exercised. 

Another benefit of effective documentation 
is that it offers the opportunity to reflect on a 
previous event. By reviewving and considering 
this information, one can oftentimes discover 
errors and flaws in technique and improve his 
approach. Without such specific means for 
learning, the same mistakes tend to become rou-
tinized until the point is reached where they 
become, unintentionally, an integral part of the 
interviewer's technique. 

But of all types of learning, self-learning is 
the most valuable. Without a doubt the most 
important key to effective interviewing is recog-

nizing how one's own attitudes and biases affect 
the information he acquires. There is a moral 
in the story of the professor who lost his key by 
the front door, but was discovered on all fours 
under the lamppost. He rationalized to the 
police officer as follows: 

"Sir, it is probably true that I lost the key by the 
front door, but - after all - there is no light 
there. Here, there is light. And, besides, while 
I've been looking, I've found a 5o-cent piece al
ready." 

So often the interviewer is content to come 
up with "5o-cent pieces" of helpful information 
about techniques, personality, and so forth. Ac
tually, however, the real key to effective inter
viewing lies closer to his own front door. Once 
discovered, it can help him attain truly effective 
results of a professional nature. 
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Interview 
EDWARD C. WEBSTER 

M UCH criticism has been directed 
at the traditional employment

interview. The current concern with 
the interview in "how-to-do-it" books, 
manuals and articles indicates that 
many 	are questioning this most pop-
ular of appraisal methods. 

Exectly what happens in the employ-
ment appraisal setting? Why are some 
applicants taken on the payroll and 
others left off? What is the role of 
the interviewer and of the interview 
in the whole process of building and 
maintaining a working force? Prac-
tically nothing in the technical litera-
ture throws light on these problems, 
although manuals do codify the lore 
of the past and include much that may 
be "common sense" in dealing with 

*The 	research summarized in this article 
has been supported by grants-in-aid from the 
Defence Research Board, Department of Na-
tional 	Defence, Ottawa. 

Decision Making in the Employment
 

pratical day-to-day problems of the 
modern employment office. 

In a preliminary effort to determine 
what happens in an employment inter
view, we selected a student who ap
peared, in many respects, a good can
didate for training as an army person
nel officer (although certain things in 
his background were undoubtedly un
favourable). The necessary pre-en
listment documents were prepared for 
this young man and he passed through 
the normal army selection procedure
normal, that is, except that he was in
terviewed by six personnel selection 
officers rather than by only one. The 
usual documents were completed by 
each and no officer was aware of the 
fact that others were also involved. 
Each gave a short over-all appraisal 
and these read as follows: 

Inter
viewing 

Edward C. Webster received his Ph.D. at 
McGill University in 1936 and since then has 
been actively engaged in personnel evalua-
tHon work for Canadian companies. Afterthe war he joined the staff in the Depart-
ment of Psychology at McGill University on 
a part time basis. In 1953 he was appointed
Professoi and Director of the Applied Psy-
cholog Centre and for the past year has
been Chairman of the Department of Psy-
chology. 

Officer Over-all Appraisal 
A "I do not believe he is a suitable 

candidate for training as a per
sonnel officer." 

B "He will do well." 
C "Good prospect for working as a 

personnel officer." 
D 	 "Suitable." 

E 	 "Suitable prospect on academic 
grounds for personnel selection 

Reprinted by permission from PersonnelAdministration, Volume 22, No. 3 (May-
June, 1959), 15-22. 
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work with militia unit. Doubt-
ful risk as officer material." 

F "Not recommended." 

Why these differences among expe-
rienced interviewers interviewing the 
same man for the same Job? Examina-
tion of the detailed records of the in-
terviews indicate that different exam-
iners asked different questions and 
were interested in different aspects of 
the individual. They did not all "pay 
attention" to the same information. 
When they did, there was agreement 
in interpretation on certain points, 
Thus, all agreed he was intelligent be-
cause of his education and test scores, 

Disagreement was in respect to such 
personality characteristics as emo-
tional stability and maturity and here 
specific bits of information were given 
different interpretation and emphasis. 

Perhaps additional training would 
bring about greater similarity of deci-
sion among these six interviewers. But 
what kind of training is called for? 
They already had had far more than 
have most industrial interviewers, 
Something new is needed. It is sug-
gested here that further improvement 
in employment interviewing may have 
to await research on the problem of 
decision making in this type of situa-
tion. We need to know much more 
about how the interviewer really ar-
rives at his decisions. Only when this 
process is understood can we proceed 
to improve the accuracy of prediction 
through validity studies. Today we 
don't know enough about the variables 
that affect decisions to make effective 
generalizations from correlation coeffi-
cients or other statistics which indicate 
the relationship between a decision 
and the later success or failure of the 
candidate. Validity studies may be 
crucial, but they should come later. 

We have been working on this prob-
lem of decision making for the past six 

years. Two Ph.D. theses and a num. 
ber of unpublished studies have been 
produced while three Ph.D. investiga

tions are currently under way. We 
have entered many blind alleys but 
some of our findings have been posi. 
tive and we do appear to be under
standing better what happens in the 
employment interview. This consti. 
tutes an interim report on the work 
completed so far. 

American friends have informally 
but spontaneously rejected much of 
the work reported in this paper be
cause, they claim, the decision making 
process in the Army recruiting situa. 
tion is considerably less rigorous than 
in industry, and most of our work is 
within the Army setting. We know 
nothing of the situation in the United 
States but, in Canada, the Army is a 
small professional body of, it is hoped, 
career men. When we asked the 
Army for a criterion of successful re
cruitment, we were told the only 
meaningful measure is whether or not 
a man is invited to reenlist at the end 
of his initial three years of service. 
Army personnel officers work against 
this criterion. We have close rela
tions with personnel people in a large 
proportion of the larger Canadian 
firms and firmly believe that the Cana
dian Army selection procedures are 
just as rigorous as those in any com
pany. Furthermore, very few corn
panies have engineered into their 
appraisal procedures methods of 
checking interviewer reports and of re
ferring back to the appropriate inter. 
viewer mistakes in judgment which 
only appear after the man is on the 
job. These are standard steps in 
Canadian Army selection. 

Time to Reach a Decision 
Many manuals on interviewing em
phasize that a good interviewer holds 
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himself apart from the interview, col-
lects all relevant information, weighs 
this carefully and reaches a decision. 
Probably most interviewers consider 
this desirable. 

A simple "experiment" which can 
be carried out in any employment of-
fice suggests that this seldom happens 
when plant or clerical help is being 
selected. Springbett (4) had inter-
viewers draw a line across the centre 
of a sheet of paper and this line repre
sented a completely neutral attitude, 
They were asked to examine a co-pleted application form for a particu-

lar job and to place an "X" on the left 
hand side at some point above (fa-
vourable) or below (unfavourable) 
the neutral line. This X and the line 
provide anchor points. The applicant 
then entered the room and the inter-
viewer started a hidden stop watch, 
Once the applicant was seated, and 
preliminary pleasantries were over, an-
other "X" was placed on the chart in 
relation to the first to indicate the im-
pression created up to that point. The 
interview proceeded until the inter-
viewer thought he k'iew what his deci-
sion would be. He then placed a third 
'T' on the sheet and stopped the hid-
den watch. The interview continued 
until its normal ending when the final 
decision to hire or reject was recorded 
with a fourth "X". 

With the cooperation of eight senior 
interviewers in six firms Springbett 
received reports on twenty interviews, 
Three unexpected findings emerged: 

(a) Nearly identical ratings at all 
stiages of the interview were given in 
ihe case of 16 of the 20 applicants, 
Of four reversals in rating, three were 
from accept to reject, one from reject 
to accept, 

(b) The average "decision time" 
was under 4 minutes while the aver-

age interview time was 15 minutes. 
By the end of 4 minutes interviewers 
felt they had the information needed 
for a decision. 

(c) There was complete agreement 
in 19 of the 20 cases between the rat
ing at the decision time and the final 
rating. 

Springbett concluded that, in a 
large tt onude ratings
 
large majority of interviews, ratings 

and a very short talk would produce 
results comparable to those obtained 
in a 15 minute session. This is dis
concerting even though the experi
mental design has some obvious short
comings and may not be conclusive. 

Urder of Input of information 
Various kinds of information are avail
able to the interviewer-completed ap
plication form, auditory and visual 
cues from talking to and seeing the 
applicant, the interview content itself, 
a medical report, test scores, reports 
on references, etc. Springbett's major 
work (4) was a detailed experimental 
study of the effect upon the inter
viewer of receiving information in 
various orders of input. He concen
trated upon three types of informa
tion: (a) the application form; (b) 
first impressions including visual and 
auditory cues; and (c) the content of 
the interview proper. 

There is no need to describe his 
findings in detail as these have already 
been published (5). However, he had 
two sets of experiments: cne involved48 interviews for genuine jobs and 
were conducted by 12 industrial inter
viewers from 4 companies; the other 
was a laboratory study in which 18 ex
perienced army personnel officers co
operated. While the industrial in
vestigation was realistic in many re
spects the military laboratory study 
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provided much better control of ex-
perimental variables, 

The order of input of information 
to the interviewer was varied system-
atically in both experiments so that 
decisions were reached in some cases 
when the application form was studied 
before other information was avail-

A strong initial set is developed early 
in the appraisal situation ifinfoima
tion is uncovered in which he has a 
high level of confidence (e.g., some of 
the data on the application form). 

What the Interviewer Looks For 

Springbett's research can be interable, in othe. instances the applicant to suggest that the interviewerwas seen before the apitonfrspreted 

islikely to play itsafe" and turnobtained clear evi
down the doubtful case. Within this yut (e)oteneosereyof 
system of reward and punishment the dence of the existence of stereot-es 
interviewer develops a mental set or in a maor investigation of 257 inter. 
attitude as soon as he receives any in- views by 8 experienced ASry person. 
formation about the candidate. Ini- nel selection officers. Space does 
tially, this set may be weak or strong not permit a description of the rather 
but, once it becomes strong, the inter- complex research design but Sydiaha 
viewer actively seeks supporting evi
dence and is more often swayed by "The most important facts emerging 
negative than by positive ,'ionrmation. from thb.-investigation are that the deci

we re e application forms 
were made available. -mental 

Results of the two studies were con
sistent and there were no(5 serious dis-Sprl~gbetreprts:
crepancies. Spripgbett (5)reports: 

"(a) Where the interviewer first stud-
ies the application form and then 'has a 
look at' the applicant the final outcome 
of the interview can be predicted from 
this information alone in 85% of cases. 

(b) If either the application form or 
the first visual impression creates a nega-
tive reaction, there will be rejection of 
the applicant in 88% of cases, 

"(c) Where both the application form 
and the appearance are rated favourably, 
the chances of final acceptance are greater 
if the interviewer first studied the ap-
p!''_ ,iform." 

: se findings can be explained on 
the "asis of m'nntal set and the re-
wards and punishments affecting the 
interviewer. He operates in a socialsystem where he is subject to criticism 

if he accepts an aphlicant who proves 
unsatisfactory, but a good prospect re-
jected remains unknown to others. 
Therefore, for his own protection heislkl ,oly tsf"adtr 

is assessing an applicant against a 
picture or a stereotype. There 

is support for this.In one minor unpublished study 12 
experienced interviewers from as many 
companies spent two hours discussing 
a job description in an attempt to have 
each obtain the same mental picture 
of the human requirements for a par
ticular position in a hypothetical corn
pany. Each then interviewed several 
pants for the itin. sier
applicants for the position. Post-inter
view verbal reports indicated that, al
most without excepion, interviewers 
were unable to divorce their evalua
tions from mental sets used on a day
to-day basis in their own companies. 
Apparently well established habits of 
the interviewer cannot be changed inatohu icsina two-hour discussion. 
The same thing was found inan
the m ein wasfu ia

other minor experiment where type
script of an interview was rted. Post
experiment reports again indicated 
that the typescript had to be evaluated
 
at he tsit atervalae 

against conditions in the rater's place 
Tf
work,
These studies are very inconclusive, 
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sions of personnel interviewers are highly
correlated with fairly simple descriptive 
statements of applicant characteristics, 
and that these characteristics are equally
correlated with the decisions of all inter-
viewers. The results are con~sistent with 
the view that personnel interviewers tend 
to attach the same importance to sys-
tematic information such as biographical 
and test data and that the they tend to 
support their decisions by referring to 
the same hypothetical attributes. Using 
the word stereotype in a nonevaluative 
sense it would appear that there is a 
stereotype of a good soldier which ac-
counts for a great deal of decision mak-
ing. This stereotype is common to all in- gaged in problem solving activity
terviewers (cooperating in this study)show certain selected regularities in 
and serves as a standard against which 
applicants are matched for suitability to 
army service." 

Contribution of the Interview Itself 

to Decision Making 


Springbett's work could be interpreted 
to mean that the interview contributes 
little to the inerviewer's decision to 
hire or to reject and there are, of 
course, a number of other studies 
which support this view. 

Sydiaha (6), however, has demon-
strated rather conclusively that im-
pressions formed during the interview 
itself do contribute quite definitely to 
the final decision to hire or to reject 
and much of the negative evidence 
may well be a result of the research 
design utilized. 

The influence of the interview itself 
proved a most difficult area to explore, 
We have made attempts at content 
analysis but these did not pay off. In 
one study the content of 25 recorded 
interviews by one interviewer were ex-

interviews by the same man (22 of 
the 50 interviews by this officer were 
rejects). The procedure was repeated 
with 20 interviews by a second inter
viewer and no items proved ,gnificant
wen d ains aod sam

when checked againnst aholdout sam
ple of 20 interviews (19 of the 40 in
terviews were rejects). These nega
tive findings may result from the 
method of content analysis but they
discouraged further work in this direc
tion. 

Bales (1) has developed a method 
of interaction process analysis. He 
has shown that groups of people en

the types of interaction between sep
arate individuals and that these regu
larities yield generalizations about the 
social structure of the group. Sydiaha,
in an unpublished study, applied Bales' 
technique to 114 recorded employ
ment interviews by 9 interviewers of 
whom six were Army and three indus
trial. 

Results suggest that both applicants 
and interviewers react positively to 
supportive acts by the other. Inter
view, where the applicant is accepted 
are characterized by interaction show
ing agreement, satisfaction and solidar
ity between the interviewer and the 
candidate whereas rejection is accom
panied by interaction showing dis
agreement, tension and antagonism. 
It is interesting to i ote that there is 
a tendency to reject 'he applicaAt who 
asks for clarificatio: of something 
asked by the interviewer. It may be 
that an inability to understand ques
tions asked by the interviewer is in
terpreted as clear evidence of lack of 

amined against a criterion of accept-
reject and 11 items were significantly 
related to decisions. However, only 3 
of these remained significant when 
checked against another sample of 25 

ability. 
A McGill study by Malmo, Boag 

and Smith (3) relates closely to thesc 
findings although their work is not 
part of our series of studies. They 
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obtained physiological recordkings of 
muscle potentials from the neck and 
speech muscles, and a continuous re-
cording of heart rate for 19 psycho-
neurotic females. Each patient told 
a story from a T A T card to a psy-
chologist who either praised or criti-
cized her story, asked her to reply to 
his comments, then reassured her and 
informed her that Dr. N. would see 
her shortly. Dr. N. conducted an in-
terview in which he first questioned 
the patient about her test, asked her 
other questions and finally reassured 
her. The physiological recordings se-
cured for the patients were also oh-
tained both for the psychologist ex-
aminer and for Dr. N. 

Malino summarizes their findings as 
follows: 

"The results revealed differential phys-
iological reactions to supportive vs. 

threatening situations not only inthe pa-
tients but also in the examiner. In brief 
rest intervals following praise, the speech 
muscle tension fell rapidly, in contrast to 
the nonfalling tension following criticism, 
This phenomenon of differential reaction 
was noted in the examiner as well as in 
the patients. That is, after he had been 
critical his tension remained high in con-
trast to the falling tension after he had 
praised. Related findings were olbtLined 
from the second part of the experiment 
(during the interview). 

"The examiner's diary notes over a 
three month period were used in study-
ing the interaction of the examiner's feel-
ing state with the patient's physiological 
reactions during the T A T. 01 the ex-
aminer's 'bad' days the patient's mean 
heart rate roge sigiiflcaietly more than 
on the examiner's 'good' days." 

These findings clearly support the 
interaction process analysis. 

Sydiaha, basing himself on the in-
teraction process analysis, is inclined 
to believe that one of the factors con-

tributing to the interviewer's decision 
is his perception of the social role per. 
formance displayed by the applicant. 
This would imply the presence of a 
characteristic sequence of acts or of 
appropriate responses to the stimulus 
of prior acts. 88 recorded interviews 
were analyzed to check this. The to. 
tal number of acts occurring after a 
particular type of prior act was com
puted in each case for men accepted 
and for those rejected. Results were 
entirely negative and this line of at
tack was dropped although, for a time, 
a still more complex analysis was con. 
templated. 

Flanagan (2) developed the critical 
incident method of studying situations 
and Sydiaha applied this in another 
unpublished study to the content of
interviews. He interviewed interview

interviewserie .editefoowin 

ard foundivey f w ic incies
 
and found very few "critical incidents"
 
as such; more commonly there were 
"critical impressions" which the inter
viewer associated with particular 
things done or said. The 114 inter
views used in the interaction process 
analysis produced 157 critical inci
dents or impressions. A correlation of 
.39 between number of incidents re
ported and length of the interview
 
suggpote and let o the int 
suggests these bear some relation to 
decision making; in any event they are 
not mere rationalizations made up by 
the interviewer on the spot to support 
a judgment that is wholly intuitive. 
Furthermore, in keeping with Spring
bett's findings, the critical incidents or 
impressions tended to occur in the 
early part of the interview. The mean 
length of time of the interviews was 

19.3 minutes as contrasted with 8.3 
minutes as the mean for the critical 
impressions. 

These critical impressions were ar
ranged as a 120 item Applicant De
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scriptive Check List which formed the 
basis for a study of the consistency of 
interviewer responses. Sydiaha had 
8 army personnel officers complete this 
form following each of 257 interviews 
in which 173 men were accepted for 
service. Sydiaha developed two quan-
titative scores to predict acceptance-
rejection of each individual in one half 
of his sample and applied his regres-
sion equations to the hold out half of 
the group. One score was based on 
13 biographical and test data items,
the other upon responsef, to 64 sig-
nificant items on his check list. A 
comparison of the resulting data led 
him to conclude (6) "there is reason 
to believe that clinical-descriptive op-
erations (impressions reported on the 
Applicant Descriptive Check List) in-
volve the use of, more information 
than is contained in systematically ob-
tained biographical and test data." In 
other words, the interview, and the 
impressions derived from it, contribute 
to the decision to accept or reject a 
candidate. 

Is this impression related to the 
phenomenon of empathy? When each 
of the 257 applicants had been inter-
viewed, the candidate completed sev-
eral documents for us. One of these 
was a personality questionnaire. The 
interviewer, following the interview, 
also completed this on the basis of 
"how he thought the applicant would 
reply." He also completed it as he 
saw himself. Crowell spent consider-
able time analyzing this material but 
results were almost entirely negative, 
There seemed to be no difference in 
ability to predict responses of those 
accepted and of those rejected. How-
ever, in keeping with interview lore,' 
those applicants 'seen' as more similar 
to the interviewer tended to be ac-
cepted. These were the only findings, 

The whole problem is in process of 
being reexamined using different data. 

Independent of this study Lambert 
and his students at McGill set out to 
determine the significance spoken lan
guage has for listeners by analyzing 
their evaluational reactions to French 
and English. They had French speak.
ing and English speaking Canadians 
listen to four tape recordings of a 
passage read in the two languages 
by bilingual subjects. Listeners did 
not know that each subject read the 
passage in both languages at the time 
they were asked to evaluate 14 as
pects of the "personality" of the speak. 
ers. Both French and English lis
teners rated the English voices more 
favourably than the French voices on 
most traits commonly considered rec
essary for social and economic success. 
This work will 6e reported in the 
Journal of Social and Abnormal Psy
chology under the title "Evaluational 
reactions to sponken langauges" and 
we need only concern ourselves with 
its implications for the interview. It 
seems probable that, when the inter
view commences, certain attitudes that 
may be highly significant to the deci
sion to accept or reject are "triggered" 
by the voice of the applicant and arm 
chair reasoning will not tell us ac
curately whether favourable or un
favourable mental sets will be estab
lished. 

A number of other investigations 
into the factors affecting decision mak
ing are currently underway but results 
are not sufficiently definite to warrant 
description as yet. 

Practical Implications 
We are of the opinion that the work 
summarized has certain practical im
plications that could be acted upon to 
provide the interviewer with greater 



164 READINGS IN PERSONNEL MANAGEMENT
 

control over his initial bias to accept 
or reject a candidate. This would not 
necessarily lead to more valid selec-
tion but it is a necessary forerunner of 
any improvement. The practical im-
plications and advice we are ready to 
offer now may be stated quite briefly: 

1. Control the order of input of in-
formation to the interviewer. If the 
interviewer will conduct his interview 
without advance study of application 
forms, test scores, letters of reference 
or any other such aid in which he has 
confidence, he will try to base more 
of his judgment on the interview.

2. Develop an accurate picture of
the 	kind of person desired in a par-

ticular job and train the interviewer 
to accept this stereotype. Such train-
ing may have to be prolonged. It is 
not enough to provide him with a job 
description. 

3. Force an increase in thc time re-

quired to reach a decision about an 

applicant. This can be done in many 

instances by reengineering the selec-
tion procedure so that a final decision 
to hire cannot be reached until several 
good candidates for the same opening 

can be compared. Perhaps interview-
ing by two people and subsequent dis-
cussion between these would accom-
plish the same end. 

4. Recognize that bias affecting the 
decision for or against an applicant 
may operate from the beginning of the 
interview (sound of voice, etc.) or 
may develop in the interview depend. 
ing upon whether one feels at ease 
with the candidate. We have no in. 
formation to suggest that such bias 
either increases or decreases the valid. 
ity of predictions but we suspect that 
any unrecognized and uncontrolled in. 
fluences on the deciioii to hire or to 
reject will tend to reduce validity. 
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VALIDITY OF PERSONALITY MEASURES IN
 
PERSONNEL SELECTION
 

ROBERT M. GUION 

and 

RICHARD F. GOTTIER 

WHEN Ghiselli and Barthol (1953) surveyed the validities of 
personality tests for industrial use, they noted that such meas
ures did less well in occupational groups where traits of tem
perament seemed especially important than in occupational 
groups where, intuitively, such traits seemed less important. In 
all, that survey suggested many reasons for caution in the use 
of such tests in any occupational group; even where average 
validities seemed substantial, numerous cases of low and even 
negative validities were uncovered. 

There was, of course, the distinct possibility that the wide 
variation in validities could be attributed to differences in the 
tests used; that is, some tests might be quite valid within an 
occupational group, and other tests decidedly invalid. An 
average could hardly be expected to be impressive. With such 
an argument, it was quite simple to ignore many of the impli
cations of the Ghiselli and Barthol survey while looking for the 
"ideal test." 

The past decade or two has seen such a bewildering prolifera
tion of new personality measures that Dunnette (1962) was 
moved to urge a moratorium on construction of new tests until 
those already available are better utilized. There have been 
factorial inventories, forced-choice inventories, new forms of 
projective measurement, and others. Each new test has been 
greeted with an enthusiasm that gradually weakened as evi-
Reprinted by permission frem PersonnelPsychology, Volume 18, No. 2 
(Summer, 1965), 135-64. 
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dence accumulated that it had not lived up to its earlier prom
ise. 

This article attempts 
to report in summary form the nature of and results of a 
sampling of research studies featuring other personality meas
ures. It is not intended to be a thorough survey of each test in 
the manner of the Locke and Hulin (1962) article dealing with 
the Activity Vector Analysis. Rather, it simply tries to sum
marize the literature in two major sources of published research 
reports: the Journal of Applied Psychology and Personnel 
Psychology. Twelve volumes of each of these journals were 
examined, from 1952-1963. 

Ed. note: The authors here discuss the methodology employed in construction of their 
tabular summary of validation studies for personality and interest inventories. This discus
sion, and the accompanying table, have been omitted here. 

Discussion 
Examination of this ... summary is somewhat dis

couraging. It cannot be said that any of the conventional 
personality measures have demonstrated really general use
fulness as selection tools in employment practice. Among the 
inventories alone, only slightly over one-third (37 per cent) 
of the studies cited could be considered studies of predictive 
validity, and this is an overestimate. The indication of predic
tive validity is in the strict technical sense; i.e., the sense in 
which a time lag was stated or could clearly be assumed to 
have existed between the administration of the test and the 
subsequent gathering of the criterion data. The unique value of 
predictive validity for employment purposes is only obtained 
when the tests are administered prior to the decision to hire 
(or at least prior to the reported decision to hire). In many of 
the studies cited here, the administration of the test preceded 
the gathering of criterion data, but was done with people who 
had already been hired. 
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In a section of the article here omitted, the authors present and discuss three tables. The 
tables summarize the validities of projective measures, of special inventories, and of mea
sures using personal history data. 

Since all predictive reports (combining data from all 
tables) yielded only 12 per cent significantly different from 
zero, o . o it is equally clear that no case has been estab
lished for any generalized predictive validity of such instru
ments-or even any good odds for predictive validity in 
specific situations. 

And, except for the Kuder 
Vocational, no single test was used in enough independent 
studies to provide reliable percentages. 

Any conclusions reached, therefore, are necessarily quite 
subjective; readers are urged to examine these tables in the 
light of what familiarity they may have with individual 
studies. 

Conclusions ano Implications 
Spriegel and Dale (1953) surveyed 628 companies and asked 

each what type of employee selection program it conducted. 
Of this number, 248 (or 39.5 per cent) indicated that they 
used some type of personality or interest test. Nor does their 
survey stand alone; there are many indications that personality 
test', are widely used in industry. The reason seems clear: there 
seems to be a genuine need to predict the kinds of behavior 
influenced by personality-the "will do" as opposed to the
"can do" aspects of behavior on the job. The fact that person
ality tests often fail to be able to predict in no way lessens the 
need. 

There is evidence of the apparent need. There is no cor
responding evidence in the survey that companies responding 
to the need have similarly recognized the need to validate the 
instruments chosen for their own specific situations. In the 
light of the disenchanting results surveyed herein for tests that 
have been validated, the authors wish to note three conclusions 
or recommendations: 
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(1) Rcsearch designs are, by and large, consistently inade
quate. Concurrent validation is done more often than predic
tive; if there are circumstances where concurrent validity may 
be accepted as a reasonable substitute for predictive validity, 
those circumstances most assuredly are not those in which 
personality measures are used in the role of predictors! The 
criterion measures are typically inappropriate, suggesting that 
personality measures have often been used where no serious 
hypothesizing has been done; since personality measures are 
motivational, they should predict motivational aspects of work 
-approach behavior or avoidance behavior. Turnover and ab
senteeism are perhaps reasonably good measures of avoidance 
behavior, but where in this summary is a direct measure 
of approach behavior used as the criterion? In this sample 
not only are clearly thought-out relationships between pre
dictors and criterion uncommon, and not only are such hy
potheses as do exist tested only by the expedient hurry-up 
method, but also there has been little evidence of a desire to 
check on the convenient and expedient through systematic 
replication and follow-up research. 

Even without these flaws nearly every study may be criti
cized as following the traditional paradigm of testing for a 
relationship between the test and a criterion. Certainly, more 
imaginative designs might well reflect the undoubtedly com
plex relationship between motivational variables, situational 
variables, ability variables, and behavior. A growing body of 
literature suggests that motivational variables may serve 
better in the role of moderator variables than as predictors 
(Guion, 1965); attention, too, should be given to ipsative scor
ing models (Hughe3 & Dodd, 1961) or to the comparison of 
variance as well as of means (Hedberg & Baxter, 1957). 

(2) The rawest form of situational empiricism, despite grow
ing unrest with it, still seems to result in better prediction than 
more sophisticated psychological theory. Tests based upon 
personality theories-e.g., the Guilford series, the Edwards 
Personal Preference Schedule, or the Study of Values-have 
not shown predictive validity with the regularity of the 
Weighted application blanks. This might be b-cause the 
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personality theories represented are not specifically relevant to 
the work situation; if so, the implication is that such a theory 
should 'be advanced. It must be admitted that industrial 
psychology lacks a general theory of work; it lacks a more 
specific theory of the relationship of motivational constructs 
to the behavior of an individual at his job; and it lacks even 
a substantial body of research explicitly aimed toward the 
development of such theories. In this vacuum, it is no wonder 
that raw empiricism is still an essential ingredient of practical 
personnel research. If the problem lies in the lack of relevance 
of existing theories, then the solution must surely lie in the 
design of research that will lead to a relevant theory. 

It might be due simply to the carelessness of research design. 
It seems likely that the specially-developed keys for existing 
inventories or for application blanks or personal history in
ventories developed within specific settings represent despera
tion efforts to solve specific problems. If so, these studies may
have been more carefully designed and executed, with the ob
vious implication being that all such personnel research should 
be competently done in accordance with well conceived designs. 

Or it might lie simply in the traditional choice of criteria. 
The developers of weighted application blanks more com
monly validate against behavioral criteria (turnover or ab
senteeism) while test users more commonly validate against
ratings of proficiency (essentially the economic consequence of 
behavior). 

Whatever the reason, the point still remains: a home-made 
personality or interest measure, carefully and competently 
developed for a specific situation, is a better bet for prediction 
than is a standard personality measure with a standard system 
of scoring. This observation will surprise no one who has done 
both kinds of validation; it is a commonplace observation 
among those well-trained and experienced in psychometrics 
in employment practice. But it raises an often-ignored ques
tion: is this state of affairs inherent in the nature of the re
lationship between personality and work, or is it possible that 
serious, concerted effort might yield more generalized systems 
of prediction using personality measures. The present writers 
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lean toward the latter possibility. 
(3) Of greatest importance, it must be concluded that, 

taken as a whole, there is no generalizable evidence that per
sonality measures can be recommended as good or practical 
tools for employee selection. The number of significance tests 
resulting in acceptable statements of validity is greater than 
might be expected by pure chance-but not much. The best 
that can be said is that in some situations, for some purposes, 
some personality measures can offer helpful predictions. But 
there is nothing in this summary to indicate in advance which 
measure should be used in which situation or for which purpose. 
In short, it must be concluded (as always) that the validity 
of any personality measure must be specifically and compe
tently determined for the specific situation in which it is 
to be used and for the specific purpose or criterion within 
that situation. 

The same, of course, can be said of any sort of test or 
predictor. The writers, however, suspect that the matter is 
a more serious problem with personality tests than with others. 
If the test specialist is wrong about an aptitude test and uses 
it anyway, the worst that is likely to happen is that it will be 
invalid. With a personality test, however, negative validities 
may well exist and be unknown. For example, is it probable 
that Campbell, Otis, Liske, and Prien (1962) expected the 
zeeds for affiliation or dominance to be negatively related to 
the ratings on social skills? 

In brief, it is difficult in the face of this summary to advo
cate, with a clear conscience, the use of personality measures 
in most situations as a basis for making employment decisions 
about people. It seems clear that the only acceptable reason for 
using personality measures as instruments of decision is found 
only after doing considerable research with the measure in 
the specific situation and for the specific purpose for which 
it is to be used. Sometimes, unvalidated personality measures 
are used as instruments of decision because of "clinical insight" 
or of gullibility or superstition or of evidence accumulated in 
some other setting. All of these may be equally condemned un
less specific situational data can be gathered that the insight, 
superstition, or borrowed validity is in fact predictive. 
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Operational Validity-
A New Concept in Personnel Testing 

company's personnel have 
l operational validity? Sloppy administra-

tion, inaccurate scoring, and misinterpreted 
results restrict most personnel tests from con-
tributing their full potential to the selection 
decision and may be costing your organization 
large sums of money in selection mistakes. In 
addition, the lack of operational validity may 
be causing your tests to produce inaccurate 
results when applied to minority group appli
cants. 

Operational validity includes everything 
that happens with and to a test after test 
research has been completed. Operational va-
lidity can never make invalid tests predictive; 
it can only assure maximum prediction within 
the limits of the tests used. The costs of not 
having operational validity may be staggering-
ly large. Not only is a great deal of money 
wasted on the tests themselves, their adminis. 
tration and scoring, but much larger intangi
ble losses occur from increased recridting, 
selection and training costs. Without oper
ational validity, a test may be useless. It is 
similar to spending thousands of dollars on 
research to lower manufacturing costs of a 
product and then not using the results of the 
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research properly. A testing program not only 
needs proof that it can work (statistical validi-
ty), but evidence that it does work (oper-
ational validity), 

One question psychologists always ask about 
a test is its reliability. How confident can an 
organization be that the test reliably reflects 
the capabilities of a person? Many tests shown 
to be reliable under research conditions may 
be unreliable in practice. This lack of reliabil-
ity is caused by jptor administration, not the 
test itself. Compounding this problem, few 
people are aware of this unreliability, 

Operational validity includes 
gthat happens with 

everythingtt a pes 
and to a test after test 

research has been completed. 

Unreliability results from administration of 
tests by people who understand little about 
what they are doing. Administering tests re-
quires exactness and precision, not approx-
imation. It calls for establishing rapport with 
test takers, controlling factors like ringing 
phones and other office noises, and monitor-
ing :ime limits precisely. Unfortunately, test 
administration is often delegated to someone 
who views it as a basic intrusion-an un-

wanted and annoying interruption, 
There are five basic aspects of good test 

administration, all of which should be com-
ponents of training.sessions for test adminis-
trators. T' -y are test orientation, timing, cli 
mate, scoring and test security, 

All applicants need a certain amount of 
orientation prior to testing. The purpose of 
the tests, time limits and, where appropriate, 
scoring procedures, e.g., if there is a penalty 
for wrong answers, should be explained. Ori-
entation is particularly important for disad-
vantaged applicants who may be unfamiliar 
with tests and have certain anxieties about 
testing from bad experiences in school or 
while applying for previous jobs. Studies have 
shown that disadvantaged applicants are reluc-
tant to ask for help and may achieve an 
unrepresentatively poor score through simple 

misinterpretation of directions. Most prob
lems can be eliminated by a supportive, sym. 
pathetic test administrator who takes time to 
fully orient applicants to the testing situation. 
In some cases, a company may also want to 
provide practice tests as an aid in orientation. 

Timed tests present the greatest administra
tion problems. Many companies spend tens of 
thousands of dollars yearly on testing, but do 
not provide ways of insuring test timing ac
curacy. Testers depend on eggtimers, wall 
clocks and wristwatches. They forget to write 
down starting times and neglect time limits. 
Worse yet is their failure to be aware of and 
note timing errors and to bring them to the 

attention of others. 
Noise, poor work space, inadequate light

ing, interruptions and hostile or annoyed ad

ministrators are conditions test takers face all 

the time. The emotional and physical envi. 

ronment in which tests are administered can 
influence the results. Test administration is 

serious business, having human and economic 
consequences. Test administrators should un
derstand that variations in their behavior may 
produce variations in test results, especially 
with minority group members. Blacks, for 
example, are easily unnerved by testing in 
general and particularly by a hostile, indiffer
ent or incompetent administrator. Every test 
taker deserves a warm reception, an effort to 
set him or her at ease, help with practice 
problems if needed, and physical conditions 
which encourage optimal performance. 

A partial solution to many problems may be 
automating much of test administration. At 
least one test administration machine is on the 
market which uniformly gives directions and 
most importantly, accurately controls testing 
time. While such machines do not entirely 
eliminate the human test administrator, they 
go a long way toward eliminating the most 
damaging administration errors. 

Another solution is to purchase or develop 
untimcd tests. This removes many of the 
constraints of precision from test administra
tion. For example, the test developed by J. C. 
Penney to help select management trainees, 
Career Index, is untimed and self. 
admnistering. Because it is used at 1000 dif
ferent store locations in the company, proper 
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administration of a timed test didn't seem 
feasible. Career Index is also packaged in 
self-administering binders which contain ev-
erything from answer sheets to mailing enve-
lopes preaddressed to a computer scoring 
service. 

The same interrupted and untrained tester 
who gives a test typically scores it. One of 
every ten tests administered in industry is 
probably scored inaccurately. Most tests used 
in industry are handscored, but few companies
bother to check scoring accuracy. Few have a 
working program of quality control, such as 
having every fifth test rescored by another 
tester. Without close supervision, both test 
scoring and test administration are apt to be 
poor in quality. 

few widely used tests or specially de-
veloped testing programs like Career Index,
which is too complicated to score by hand, can 
be scored by computer. Career Index is scored 
with very high accuracy for less than a dollar 
per test. This low cost is obtainable because 
thousands of answer sheets are processed 
yearly. 

Test supplies and results should be underlock 	 a key with very limited access Theand 
confidential nature of tests should be stressed 
to all people who deal with test results. If this 
is not done, damaging results like the follow-
ing can occur. 

A secretary in one branch of a company
regularly shared test results with other em-
ployees. One man, with good growth poten-
tial, resigned when he learned through the 
grapevine that his test report said uie had 
"poor supervisory judgment." To him, this 

How confident can ar,organization be that the 
test reliably reflects the 

capabilities of a person? 


meant he could never become a supervisor inthis 	 company.. Actually his scores only indi-
cated that he had not yet learned some of the 
"answers" to typical problems supervisors face. 

Of the three components of operational
validity, good administration is easier to 

achieve than good interpretation and applica
tion. A training program for administrators, 
the key points of which are presented in 
Figure 1, is neither difficult nor expensive to 
produce. Periodic checks on scoring, test secu
rity, instructions given testees and test timing
will help maintain high quality administrator 
performance. Use of tape recorded test in
structions and timing will also contribute to 
high quality test administration. 

Key Points forAdministrator Training 
I. 	Understanding testing principles
 

-why tests are used
 
f-what each test used measures
 
-equal 	 testing conditions mean equal oppor

tunity 
II. 	 The importance of the Administrator's job 

-- economic consequences-human consequences 
II. 	Controlling the physical environment 

-interruptions, noise, lighting
 
-proper work space


IV. Emotional impact of testing

-establishing rai irt with testees
 
-influence of Ad.. inistrator behavior on testperformance

v. 	Test instructiors
 
-what instructions should be given
 
-what instructions should not be given
 
-giving help with sample problems

VI. 	 Test timing
 
-proper equipment

-recognizing timing errors 

• retesting with alterrate forms 
p volunteering a timing error was madeVII. 	 Test scoring
 

-proper scoring keys
 
-rescoring every 5th test
 
-applying
-additional no.mqinsights beyond the num'eric score

(skipping the multiplication problems on. an 
arithmetic test)

VIII. 	Test security
-unused tests, scoring keys, etc. 
-maintenance of tests of rejected candidates 
-maintenance of tests oZ candidates hired 

IX. Special p.oblems in testing minority group mer.
bers 

-the 	 irfluence of language--foreign and subcul. 
tural
 

-reading problems

t-test anxiety and reduced striving
 
-reactions to timed tests
 
-retesting minority group members
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X. 	Noting test related beh'vior 
-out of ordinary anxieLy 
-cheating 
-unusual behavior (going to the bathroom ,ur. 

ing a 20 minute timed test) 

Training for test administrators Nt not generally 
available fhom educational institutions. A general 
course in "testing" typically offers little, if any, infor
mation specific to the tests a company uses. Outside 
consultants specializing in testing or staff psychologists 
are the best vesource for training programs for test 
administrators. These programs shoulC be test and 
company specific. 

TEST INTERPRETATION 

Some tests are too complicated for laymen 
to interpret. All projective personality tests 
and many paper and pencil personality te.,ts 
fall into this category. Only a professional 
psychologist should draw conclusions from 
such information, and if a psychologist is not 
available, these tests should _ict be used. 

For more common tests rniasuring aptitude 
and achievement, companies have two alterna-
tives. One is to train test interpreters; the 
other is to convert test scores into a form 
where untrained individuals can give them 
ap'-ropriate significance. 

Of the three components of 
operational validity good 
administration is easier to 
achieve than good inter- 
pretation and application. 

A test 'user must make certain judgments 
about the meaning of test scores. At best, these 
judgments are tenuous. Without training, 
they are probably more wrong than right. 
Since an organization obviously can't train 
everyone to the level needed to interpret test 
scores, the best practice is to restrict the 
number of people who will see the scores and 
train only those individuals. 

Test users can best receive training from 
Personnel Psychologists who can explain the 
use and ways of interpreting the specific tests 
they are using. The ideal situation is for the 

test interpreter to gain a fgeneral knowledge of 
tests from a college course or reference books, 
and then spend a few hours with an industrial 
psychologist focusing on actual selection prob
J.ems. The time spent with the psychologist is 
the real key to training. Significant improve
ments in selection accuracy have resulted from 

as little as three hours of such traitig. 
An alternative tr'.ining method is a short 

course in pe onnel selection offered by some 

schools and consulting organizations. Such a 
course should be selected very carefully, for a 
program that focuses on test construction or 
validation will be of little value to most users 
of test results. 

There are many cases where line people 
interview and hire directly from the outside 
without L'oing through a personnel depart
ment. It would be virtually impossible to train 
these executives, even if a company wi;.;ed to 
spend the money. In the Penney Company, for 
instance, more than 2,000 managers make di
rect hiring decisions. In cases such as this, a 
company must eithe-r give up tests or make 
test results understanlable by uairained man. 
agers. One nethod is to convert test scores to 
chances of success. Because we all wager at 
one time or another, odds are universally 
understood. Chances of success are often put. 
in chart form as in Figure 2. In p~ychological 
terms this is called an "expectancy chart." 
The chart was developed by Penney research
ers to aid managers in hiring in-the-home 
salesmen. A local manag.r matched an appli. 
cant's raw score to the breakdowns on the 
chart to determine the "odds." 

FiouRa 2 

Conversion ChartFrom Raw Score To Chances of
 
Success:
 

Raw Score Range Chancesof Success 
57 and over ............................ 90% 
54 -56 . 64%52 -. 53 ...... . . .. . 38% 
51 or 5 ... ..... 10% 

In the manual accompanying the test, the 
following information is provided: 

"The chances f success figure obtained is 
the result of considerable research. It is 
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accurate for the vast majority of applicants, 
but there are, exceptions. Thus, manage 
ment judgment must always be used in 
coordinationwith the questionnairepredic. 
tions.If a person has only one chance in ten 
of succeeding, this means that one in ten 
will succeed. A manager must determine 
through his interview and refcrence checks 
if the particularapplicantis one of th, nine 
out of ten who would do poorly, or is that 
one out of ten who will succeed." 

Some tests are too complicated 
for laymen to interpret. Only 
a professional psychologist 
should draw conclusions from 
such information, 

In responding to test content, disadvantaged 
applicants can be unfairly -penalized because 
of their poorer education, lack of language 
skills and cultural deprivation. Poor reading 
ability, for instance, may cause an applicant to 
obtain a score unrepresentative of his true 
ability. An experienced industrial psychologist 
can spot many possible situations where test 
content may be biasing test results. Neverthe-
less, the only true evaluation of test usefulness 
with disadvantaged persons can come from 
conducting a differential validity study. In 
such a study, test results for advantaged and 
disadvantaged are statistically correlated with 
an appropriate criterion of success. The ap-
propriateness of using the test is established 
for each group and appropriate interpretive
statistics determined, 

Many companies, however, cannot establish 
differential validity. In these cases, test inter-
pretation and application may change when a 
disadvantaged applicant is tested. Ceitainly, 
more caution should be exercised in relying 
on test scores of the disadvantaged, 

Representatives of the EEOC suggest that a 
caveat such as the following be placed in test 
manuals and on norm tables as a reminder to 
those interpreting test scores. 

If the applicant is a member of a minority 

group (e.g. Negro, Spanish American) the 
results of this test may not be a valid 
reflection of potential. Since members of 
minority groups were not adequately rep
resented in the research conducted to de
velop this test, the scores may seriously 
underestimatetheirpotential. 

TE'T APPLICATION 

Substantial improvement can be made 'in 
the payoff of almost any valid testing program
by improving the way test results are used. 

Tests traditionally suffer from both misappli
cation and missed application. They are mis
applied when a test user overrelies or underre
lies on the results in a hiring decision or uses 
the results for purposes for which the test was 
not intended. Missed application of test re
suits occurs when the results are not integrat
ed with other employment information in the 
hiring decision, when leads from test results 
are not followed up in interview and refer
ence checks, and when tests are not used for 
placement and development planning in addi. 
tion to selection. 

Management judgment must 
always be used in coordination 
with the questionnaire predictions. 

Businessmen seem to polarize in their atti
tudes toward test results. Either they com
pletely disregard the results or they overrely 
on them. Perhaps this should not be surpris
ing. The usual orientation of an executive 
towards a machine or system is that either it 
works or it doesn't. It is easy to see how an 
executive would feel the same way about tests. 
Actually, tests used in industry are far from 
perfect. Their use is based on the justification 
that they improve results over traditional 
methods. 

How can even a trained personnel inter
viewer be taught -how much weight to put on 
test results-much less thousands of widely 
dispersed managers? This was a question faced 
by the Penney Company in installing its 
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Career Index program. The attempt at a solu-
tion was a movie. Throighout this film, the 
positives and negatives of the testing system 
are covered in the dialogue. The following 
interchange between the Store Manager and 
his District Manager about the test results is 
an example: 

Store Manager: 
Look, Bill, I think I'm a -pretty damn 

good judge of people and my batting aver-
age on the trainees who've come through 
my store has been more than adequate
without any Career Index. Now, I'll grant 
that the Career Index may be right about 
Phil Jenkins, but I can't see Steve Hender-

son as a Penneyman. 
And I'm the guy who sold Henderson on 

taking the Career Index in the first place. 

DistrictManager: 

And you were right to do it. Look, John, 
the Career Index isn't infallible, but it has a 
great deal of information at its disposal that 
you or I couldn't hope to have. 

Take your situation, for example, you 
don't record each and every characteristic of 
each trainee that you work with or make 
detailed comparisons between those who are 
successful and those who aren't. You have 
to rely on your memory, and much more 
geiteralized feelings. And you're likely to be 
overly influenced by the success or failure of 
your most recent trainee in evaluating simi-
lar characteristics in an applicant. By get-
ring perronal characteristics on paper, the 
Career Index is able to obtain a much more 
adequate profile of successful and unsuccess-
ful associates than you or I could. And, as 
you know, the research that went into the 
development of the Career Index came 
from more than 700 Department Managers 
and 2,000 trainees. That's more than you 
and I have seen---even at our ages. 

But you can't get everything on paper. 
There are some -personal characteristics 
about an applicant such as motivation and 
personality that the Career Index cannot 
measure. Therefore, it's not always right. 
That's why the company stresses that it is 
only a tool in making the selection decision 

-not the final word-tha's your responsi
bility. 

Personally, I would use the Career Index 
as a check on my own observations from the 
interview. When the Career Index and I 
agree, and that should be most of the time, 
I'd use it in 'planning the man's develop
ment-just as we did in the case of Phil 
Jenkins. When the Index and I disagree, I 
would do everything I could to check out 
the discrepancy and usually I would take a 
second look at the man. 

Store Manager: 

I think I'll do just that. I may not have 

given Henderson a fair hearing the first 
-time around. 

Many companies cannot 
establish differential validity. 
In these cases, test interpre
tation and application may 

change when a disadvantaged 
applicant is tested. 

The problem of overreliance and underreli. 
ance on test results has not been entirely 
solved, but from continuing researc, into 
applications of the Career Index program, it 
a,'pears that important inroads have been 
made. 

Managers who overrely on test results also 
'requently over-apply the results. They get 
hold of a single test or short test battery and 
apply it to every job in the shop. Clerical tests 
are used to pick experienced keypunch opera
tors and management trainees. Intelligence 
tests are used to select washroom attendants. 
This type of misapplication, besides being silly 
and inaccurate, is blatantly illegal under terms 
of the Civil Rights Act of 1964 and other 
subsequent acts and Executive Orders. Federal 
courts -have consistently ruled that in absence 
of an empirical validity study, tests must make 
rational sense in terms of correspondence be
tween test content and the demands of the job 
to be filled. 

Some problems resulting from misapplica
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tion of test results can be solved 'by manage-
ment education and a firm corporate policy
.oncerning the use of tests. Often a first step
for large or spread-out companies is to make 
an audit* of the tests being used. An organiza-
tion is guaranteed surprising results. Almost 
always some very strange applications surface. 

A far more subtle but potentially more 
devastating misapplication occurs when test 
results follow a man through his career. In 
many companies, test results hound a person
after he is hired. They remain in his person-
nel file and are referred to during salary 
review and promotion discussions. There are 
cases of managers having been denied promo-
tions because of test scores obtained 10 years
earlier A test valid for initial selection is not 
usually meaningful beyond that first level, 
Tests can be made or purchased that can aid
in promotional decisions, but in general, a test 
should not be asked to do double duty. 

Tests traditionally suffer 
from both misapplications 
and missed application, 

Neither a person's test score nor the signifi. 
cance of the score remains static. Test results 
become outdated because people change with 
additional experience or training and jobs
and companies change as well. At best, a 
person's score usually indicates only his 
present ability and his present potential for 
job success, 

At Penneys, as a test report is prepared, the 
computer prints across the bottom of Career 
Index reports a date after which the informa-
tion should no longer be used. In field offices, 
a special system has been developed to assure 
that test results are removed from regional
files. It is hoped that these procedures will 
help eliminate test results which follow a man 
throughout his career and inadvertently be-
come a self-fulfilling prophecy. 

Byham and Spitzer's AMA book entitled "The Law 
and Personnel Testing" provides a detailed description
of such an audit. 

MISSED APPLICATION OF TESTS 

Two real opportunities to get much more 
m.Ieage out of their tests are open to most 
users. One is improving the use of tests used 
in selection by better integrating the results 
with other available information about the 
applicant. The other is using test results for 
placement and development planning.

Test results are often used as go-ro-go indi
cators when they should be additive or sub
tractive elemenis from an equation leading to 
a hiring lecision. Test results can enhance the 
validity of a personal interview by pointing 
out areas that should be covered in depth.
Let's take the case where test rest Its show a 
weakness in spelling for a secretarial appli
cant. Several questions might deternine 

Debate about personnel
tests in employee selection will 

probably go on until either 
people become more predictable 
or tests become more predictive. 

whether she is the type of girl who does .her 
best and guesses if she does not know a word, 
or one who looks up words about which she is 
uncertain. Such information could make a 
difference in her acceptability for a job. Simi
larly, test results can raise questions that can 
properly be followed up in background or 
reference checks. A projected lack of sensitivi
ty toward subordinates determined through
testing can be further examined by talking to 
an applicant's last employer. 

One important intent of the Career Index 
movie was to stress the use of the test for 
placement and development planning. The 
two applicants portrayed in the movie are 
placed in jobs that will maximize the 
strengths and help overcome the weaknesses 
projected by Career Index. Thus, Tenney 
managers are encouraged to plan the develop. 
ment and training of a trainee based on his
Career Index report. Very few companies use
their tests for anything other than selection. 
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The missed applications of placement and 
training have the potential to make tests pay 
extra dividends at no extra costs. 

CONCLUSION 

Debate about the usefulness of personnel 
tests in employee selection or upgrading.pro-
grams is between 60 and 70 years old. ILwill 
probably go on until either people become 
more predictable or tests become more predic-
tive. Many of the largest and most successful 
firms in the country use tests. Surveys indicate 
that 80% of large corporations and 50%/ of 
smaller firms use one or more tests as part of 
selection or promotion decisions. 

In recognition of the good business sense 
involved in using tests and in knowing how 
much to rely on them, more organizations 
have begun to validate their tests. But even 
these organizations have seldom gone beyond 

statistical validation to consideration of olx r
ational validity. Operational validity is a must 
for any user of tests. Here is an example of a 
corporate policy statement about test use 
which incorporates operational validity: 

Personnel tests will be used under condi. 

tions which promote their maximum pos
sible contribution to selection and place
ment decisions and fair opportunity to all 
test takers. There are two aspects to this 
policy: 
1. 	Determining the validity of tests for 

given positions 
2. 	 Insuring through proper administration, 

interpretation and application of tests 
that valid prediction is in practice 
achieved. 

If a company is going to use tests, it must be 
assured of proper administration, inttrpreta
tion, and application. If it cannot, it should 
stop testing. 
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Application to health, social welfare, and family planning 
The employment interview for health, social welfare, and family planning 

workers is of crucial importance. Almost inevitably these employees will be 
dealing with persons who have multiple problems-economic, social, and psy
chological. Frequently the quality of care these clients get will depend upon
the attitudes the workers have toward their clients, toward fellow workers, 
and toward their work-as well as upon their knowledge, skill, and dedication. 
As the readings make clear, personality tests have been quite inefficient in
weeding put "misfits." This increao the responsibility of the personnel inter
viewer. Personnel managers of health, social welfare, and family planning or
ganizations should place strong emphasis upon the intake interview. They
shold insist that those who do this work are talented, conscientious, and fair 
in Lheir interviews. 

Unfortunately some of the factors assumed to be highly correlated with 
proficiency as a health, social service, or fivnily planning worker pertain to at
titudes and personality characteristics. Standardized tests have been least use
ful in this context. There is need to develop tests more explicitly related to 
the tasks these workers perform, including aptitude for serving people.
Ideally, each applicant for a position should be administered a test at the time 
of application. The scores of those who are employed should be correlated 
after one year with 

(a) Quitting or discharge 
(b) Performanice ratings 
(c) Self-reporting of job satisfaction 

The prospects are good that a standardized test, designed explicitly for health,
social welfare, and family planning workers, and focused on critical personal 
skills, attitudes, and personality traits could be developed, validated, and used 
with success. Exercise 5, below, gives some hints about the direction such 
work might take. 

Questions for discussion and exercises 
1. Arrange to record on tape the employment interviews for ten applicants

for positions. Study carefully the records of the applicants and the content of 
the interviews. Write an evaluation of the quality of the interviewing, noting
questions that should have been asked but were not, information which was 
volunteered but not used, and apparent errors ofjudgment or interpretation.
Write a brief essay on how these errors could be avoided in tvz future. Show 
it to the interviewer and seek his conments. 

2. Obtain copies of the following standard personality tests and adminis
ter them to a group of twenty-five health, social welfare, or family planning 
workers: 

Edwards personal preference scale 
Strong vocational interests 
MMPI 
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Ask the supervisors to score each worker on a scale of one (poor) to ten 
(outstanding) in quality of work performance (without knowing the test re
sults). Make a graph of scores on the test plotted against the supervisor's rat
ings. Is there any apparent correlation? Ask a statistician to compute the ac
tual correlations and explain their meaning to you. 

3. Ask each of the persons tested in Exercise 2 to rate each of the other 
workers she knows on a scale of 1 to 10, and compute an average peer rating 
for each worker. Do the peer ratings have a higher or lower correlation with 
the rating scales than do the supervisors' ratingi? 

4. Ask each employee to report how satisfied she is with her job and how 
much she enjoys meeting and servicing clients. A rating scale of 1 to 10, as be
fore, should be used. Does this correlate with the standardized tests? 

5. Develop a short homemade test of your own, that you think should 
identify unsuitable and qualified applicants for health, social welfare, and 
family planning. Ask a psychologist to help you validate it. Using it, repeat 
Exercises 1, 2, and 3, above. Do you get better results than the standardized 
scores? 

6. Much of health, social welfare, and family planning pertains, directly or 
indirectly, to: 

Concern for the welfare of the underpiivileged 
Empathy 
Altruism 
Humanistic outlook
 
Patience
 
Tolerance
 
Women's rights
 

Do you think it would be possible to constc.t a short attitude-values ques
tionnaire that would be valid in screening family planning applicants? How 
would you word the questionnaire so that those taking the test would not 
make the obviously "right" answers? 

7. One of the complaints often lodged against health, sociai welfare, and 
family planning workers is that they become "case-hardened" and lose their 
sympathy for others, idealism, and desire to be of service. Instead, they be

come bureaucratic, abrasive, and cold in their relations to clients-hiding be

hind rules, red tape, and claims of overwork to avoid close nd friendly con
tact with those they are employed to help. Often these people are able to 
cover up their anti-client behavior in personnei interviews and during periods 
of observation. Do you think any of the psychological tests (including pro
jective tests) might be used to uncover these tendencies? 



Chapter Seven
 

JOB ORIENTATION AND TRAINING
 

Anew employee must be introduced to his job by at least some orientation 
and possibly a formal training course. If he has never performed the particular 
duties to which he is assigned, it is particularly important that he be taught 
them in a learning rather than a "production" situation. Yet it has been ob
served that much classroom or separate training is not transferred to the work 
situation and does not appreciably improve performance. 

The design and conduct of training programs is a specialized discipline in 
which the personnel manager cannot excel: he must call on specialists in adult 
education to plan the training courses and supervise the training. Nevertheless, 
the personnel maoager should be familiar with the various available options,
the strengths and weaknesses of each, and the situations to which each may 
be applied. He should form some opinions about the kinds of training best 
suited for the employees he has hired. This qualifies him to work closely with 
the training officer, providing continuity and follow-up of the results of train
ing. 

The personnel officer should also arrange with the training unit to evaluate 
the effects of -Zraining upon employee performance, and to strive to make each 
episode of training more effective than the last. 

Because training is a specialized activity which the personnel manager 
should de.:6vate to others, no readings on how to train workers have been in
cluded in this volume. Instead, the single item which is presenied deals with 
the key issue of how to get training reflected in improved performance on the 
job. To solve this problem the personnel manager must arrange for an "organ
izational climate" which encourages trainees to use the new information and 
skills they acquire in training. 

181 
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Why Training Programs 
Fail to Carry Over 
JAMES N. MOSEL 
Department of Psychology 
The George Washington University 

THAT PROVERBIAL QUIP, "The opera-
tion was a success but unfortunately 
the patient died," would seem to be 
particularly pertinent to industrial 
training programs. All too often, we 
find, the training was a success in that 
the employee learned; but unfortu-
natcly, the learning was not converted 
into on-the-job behavior, 

This distressing fact is becoming 
more and more apparent as a result 
of the new interest in training evalua-
tion. In the past it was assumed that, 
if the trainee learned what he was 
taught in training, he would auto-
matically take his learning back to 
the job with him. But there is mount-
ing evidence from evaluation studies 
to show that training often makes 
little or no difference in actual job 
behavior. These same studies also 
show that this state of affairs is by 
Nor. ThIs article has been adapted from an 

no means due to the trainee's failure 
to learn. He does learn. He just 
doesn't use his learning. 

Here, essentially, is the old problem 
of the validity or transfer of training. 
Training is said to be valid if it 
carries over to the job situation. To 
achieve this transfer, three conditior: 
must be met. 

First, the training content must be 
usable. This is largely a matter of its 
being similar enough to the require
ments of the job to be applicable. 
Second, the trainee must acquire
i.e., learn-this usable content. To a 
considerable extent, this is a matter 
of motivating him to learn. The train
ing situation must therefore set up 
rewards and deterrents which sup
port and reinforce the acquisition of. 
the training content. 

Third-and here we reach the 
address given before the Training Officers Con

ference at Washington, D. C., on February 14, 1956. 

Reprinted by permission from Personnel,.Volume 34, No. 3 (November-December, 
1957), 56-64. 
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main point of our discussion-the ments which he can use to reinforce 
trainee must be motivated to change learning. 
his job behavior to reflect what he The same principles also hold for 
has been taught in training. And converting training into on-the-job
there's the rub. While we have enough behavior. A trainee uses what he 
evidone to show that we are training learns because it is in some way
all right, we are faced with the fact gratifying and rewarding to do so. 
that our training stays right where There must be rewards and punish
it was acquired-in the training situa- ments, incentives and deterrents in 
tion. Much of our training remains the job situation which will reinforce 
encapsulated in "training tight com- his application of training. And here 
partments"; it is not "glued into the is the root of the trouble. The trainer 
job." has no control over these rewards 

Before we can correct this situation and punishments. He is a "staff" man 
we must first understand why it whose influence is confined to the 
exists. Recent research has given us, training situation. He cannot step
in broad outlines, at least, the answer. into the job situation and make it 

rewarding for the employee to use
The Problem is Motivational his training, or punishing if he does 

First of all, we must rcalize that not. 
the problem is a motivational one. Thus what the employee does on 
Trainees must not only be motivated the job is largely determined by the 
to learn. They must also be moti- reward structure in 'the job situation 
vated to use their learning. -the sum-total of rewards and pun-

What do we mean here by "motiva-. ishments which an employee en
tion"? Simply, that material is learned counters in his work. These rewar'ds 
(and used) because in some way it and punishments spell out what is,
is functional or gratifying to learn and what is not, worth while for the 
and use it. It helps us either to achieve employee to do. And the employee 
a goal or to avoid an unwanted situa- tends to do whatever is worth while, 
tion. Now, in the actual training as he sees it. That last qualification 
course, the trainer has control over is important because in order for a 
many employee values and goals reward (or a punishment) to be ef
which he can manipulate and thus fective, it must be seen as such by 
create the motivation to learn, the employee. As onlookers, we fre-
Trainees want to look good in the quently misjudge what factors are 
eyes of the trainer; they want to seen by others as rewarding and 
maintain face with their fellow train- punishing. 
ees; they don't want unfavorable re- Now, if the reward structure which 
ports to seep b.ck to their supervisor, the employee finds waiting for him 
For these reasons, the trainer has back on the job does not reinforce 
access to many rewards and punish- and support the new things he has 
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learned in training, he will not prac-
tice these new things. It is not worth 
while to do so. Sometimes-in fact, 
all too often-the reward structure 
actually opposes their application on 
the job. The employee finds that it 
is actually punishing to change his 
behavior in the way he has been 
taught. Thus, though he may have 
learned his training lessons well, he 
finds that the job situation contains 
too many deterrents to using them. 

This frequently happens in super-
visory training. We put a supervisor 
through a training course and teach 
him that it is good human relations to 
delegate responsibility and allow his 
subordinates to work out some of 
the details of their jobs for themselves, 
Or perhaps we train him how to 
instruct his subordinates and help 
them improve their skills. But once 
back on the job, the supervisor may 
find that the real way for him to get 
ahead is to be able to tell his boss 
at any given moment exactly how 
every detail of the section's operations 
is going. In such circumstances, our 
supervisor will simply go on doing 
the work of his subordinates himself 
and mastering every detail of it. In 
his training he probably "learned" 
and agreed with the principles we 
taught h;-. Bul he just couldn't get 
away with ,.hemon the job. 

In other words, our training has 
not changed the reward structure on 
the job. So the employee's behavior 
does not change. He continues to do 
what he has always done because he 
finds that it is rewarding to do so. 

It is pertinent, therefore, to examine 

more closely this thing we've been 
calling "reward structure." Where 
does it come from? Who creates it? 
How can we get it to work with us 
instead of against us? 

Incentives and Deterrents on the Job 
On-the-job incentives and deter

rents fall into two broad categories. 
First, are those which are formal in 
character. These are the official re
wards and punishments which man
agement makes available by virtue of 
its policies, rules, and regulations. 
Promotions, demotions, incentive 
awards, benefits, commendations, pay 
raises, and so on are examples. It is 
worth noting, however, that in most 
cases these institutional rewards are 
administered by people. Although 
formal and official, they are not en
tirely impersonal and objective. 

Second, and most important for 
us, are the innumerable informal re
wards and punishments. These are 
not institutionalized. They come from 
other people. In essence, they ,.how 
people treat us; the things th,y ap
prove or disapprove of, the expecta
tions they hold toward us. They are 
the smiles and the frowns; the cold
shoulders and the warm receptions. 
They are social ostracism and friend
liness; being treated as a "good guy" 
and being considered a "bum." Psy
chologists call them "informal social 
pressures." 

We all want many things which 
can be gained only through the inier
mediacy of people, and therefore we 
soon learn what actions will secure 
these things for us and which will 



not. For this reason, our behavior on 
the job is controlled, to a large extent, 
by other people-the sources of the 
many satisfactions and goals we seek. 
These informal rewards (and pun-
ishments) that others are in a posi-
tion to mete out to us come closer to 
our egos than any of the formal, 
official rewards of management. Con-
sequently they are more important 
to us. And it is this informal, social 
reward structure which disrupts the 
transfer of training, 

All Jobs Have Some Social Meaning 
It is important to realize that em-

ployees are usually totally unaware 
of this informal reward structure. 
They are so immersed in it that they 
take it for. granted. Thus the informal 
reward structure operates as a hidden 
incentive system which may either 
nullify or reinforce the more overt, 
publically stated, formal reward 
system. 

Now, all job methods have social 
meaning. They are part of the various 
ways in which we relate to other 
people and thus have a certain social 
utility. When-as in the training situa-
tion-we try to change a person's job 
behavior, what we are really doing 
is trying to change his social relations, 
This is why training is so vulnerable 
to the influences which people exert 
over one another. 

It should be remembered also that 
while, in some jobs, work methods 
and procedures are relatively free of 
social implications, in others, many 
if not most of these job elements have 
considerable social value. In general, 
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it may be said that the higher the job 
in the organizational hierarchy, the 
more sensitive are the job elements 
to social relations. This is because 
higher-level jobs depend more on 
interactions with other people and 
less on specific work skills. Thus 
supervisory and executive jobs are 
highly sensitive to social values, 
whereas skilled and semi-skilled work 
is relatively unaffected by them. Yet 
there is always some social meaning 
even in jobs whose performance is 
almost entirely a matter of skill rather 
than of dealing with other people. 

Suppose, for example, that we are 
training beginners for a mechanical 
assembly operation. We have found 
out previously that method "A" is 
the best one for beginners because 
it instills care and accuracy. So we 
teach the trainees to follow a strict 
sequence of steps and stress that ac
curacy rather than speed, is what he 
should aim at. Now we send him 
into the shop. Here he immediately 
comes up against the old hands who 
are skilled enough to have dispensed 
with several of the steps he has been 
so carefully taught. Anxious to dis
play their superiority over the be
ginner and keep him in his place, 
the old hands ridicule his punctilious 
observance of the prescribed proce
dure and his slow, even though ac
curate, output. "When you're as good 
as I am," he is told, "you can knock 
off alct of those frills!" 

Thus our trainee is confronted by 
a reward structure which punishes 
him if he sticks to his training. He 
doesn't want to look like a green
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horn; he wants to be accepted by 
the higher-status workers and to 
have a more satisfying relationship 
with them. Thus method "A" be-
comes a carrier of social value; it 
symbolizes everything which the be-
ginner finds socially unpleasant. As 
a result, he avoids it and tries to 
emulate the more status-carrying 
methods of his experienced fellow-
workers. 

When the Supervisor 
Goes Back to the Job 

Again, let us consider a typical 
supervisory training course. In such 
programs, the trainee is usually given 
a good dose of human relations and 
taught how important it is to get sub-
ordinates to participate in decision-
making. The trainee agrees with these 
ideas and goes back to the job. In the 
past, he has pre-empted all decision-
making and delegated nothing. So 
he tries out what he has been taught. 
He calls his subordinates together 
and asks them for their ideas; he 
invites their help in making deci-
sions, 

Unaccustomed to this treatment, 
his subordinates begin to wonder 
what's happening. They think the 
boss is slipping because he made all 
the decisions in the past. In one way 
or another they say, "Boss, we think 
you're trying to get out of your work. 
It's your job to make decisions. Just 
tell us what you want done and we'll 
do it. But you've got to tell*us. Be-
sides, making decisions is not 'in our 
job descriptions." These attitudes are 
communicated to the supervisor in 

many different ways. They are pun
ishments to which the supervisor 
soon responds by avoiding what he 
has learned in training. He finds it 
more rewarding to supervise as he 
has always supervised. 

We see then that when job opera
tions become a part of our adjust
ments to other people, our conduct 
of these operations becomes sensitive 
to the rewards and punishments 
which other people apply to us. The 
next question we must examine is, 
"Who are these other people?" Or, 
in technical language, who are the 
agents for the informal reward struc
ture?
 

The Informal Reward Agents 
For non-supervisory personnel there 

are ordinarily two types of reward 
agents. (1) fellow-workers and (2) 
the supervisor. Both are powerful 
agents of reward and punishment; 
both control numerous informal in
centives and deterrents to certain 
kinds of job performance. In addi
tion, the supervisor may control many 
formal rewards and punishments
the institutional type which manage
ment administers on the supervisor's 
recommendation. If the formal or
ganization is such that it gives con
siderable control and power to the 
supervisor, he can be more influential 
than the employee's fellow-workers 
as a reward agent. However, in many 
large organizations, the supervisor's 
power has been so whittled down 
that fellow-workers are often stronger 
reward agents. This "primary work 
group" as it is called in psychology 
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is the single most influential reward just what their supervisors were be
agent in most companies today. It is ing taught, the subordinates devel
the primary work group which can oped a new, but highly unrealistic 
most effectively implement or negate and optimistic set of expectations 
the effects of training, about what their supervisor would 

Supervisory personnel also en- be like after training. As it happened, 
counter two types of reward agents: while the training made a concrete 
(1) subordinates and (2) the super- but modest improvement in the super
visor's boss. To a large degree these visors' behavior, it was less than the 
agents influence the supervisor's re- employees expected. Consequently, 
sponse to training through the me- the supervisor looked worse than 
dium of expectations. Both subordi- before. Previously, they had expected 
nates and superiors have certain ex- little and got little; the discrepancy 
pectations about how the supervisor between expectation and supervisory 
should behave or how they want him behavior was small. Now, they ex
to behave. These expectations are pected a lot and got less than they 
communicated either directly or in- had anticipated; the discrepancy was 
directly to the supervisor in such a greater, even though the level of 
way that he is aware of them. In supervisory performance was higher. 
turn, he is strongly motivated to con
form to the expectations of his sub- Like Begets Like 
ordinates because he is dependent The research sr'dies carried out 
upon them for their assistance and by the University of Michigan Survey 
cooperation, and to the expectations Research Center have consistently 
of his boss because this man controls found that effective supervisors tend 
his progress in the organization. If to have bosses who follow the same 
his training conflicts with these ex- pattern of supervision, and that in
pectations, he cannot apply it without effective supervisors tend to have 
incurring punishment. Consequently, bosses who also have ineffective pat
he will not make any changes in his terns of supervision. In otler words, 
own behavior if these run counter like begets like. "We tend to super
to prevailing expectations. vise as we are supervised." Patterns 

A recent study at the Detroit Edi- of supervision thus tend to flow 
son Company found that subordinates downward in an organization. The 
had a lower opinion of their super- reason, of course, is that rewards 
visors after they had received super- and punishments flow downward. 
visory training than they had before. We try to figure out how our superior 
We can now see why. The knowledge wants us to behave and then modify 
that their supervisor was undergoing our behavior accordingly. We tend 
training created a new set of expecta- to conform to our superior's expecta
tions among the subordinates. Because tions as to how we should supervise. 
no one thought to explain to them How do we learn what our su
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perior expects of us? He may tell us, 
of course, in which case he usfially 
recom, :.iids that we do as he does. 
Or, we may develop our own ideas 
from watching him supervise. If he 
bangs fists on desks, we bang fists 
on desks. If he is quiet and firm, we 
try to be quiet and firm. As the say-
ing goes, "Study the man above you 
if you want to get ahead!" 

This tendency is all the more 
strongly entrenched because of the 
powerful values which the super-
visor's boss controls. As a rule, he is 
the more influential of the two re-
ward agents tlh:tt affect the super-
visor's behavior. Similarly, if we move 
up one level in the organization and 
study the supervisor's boss, we find 
that his supervisory methods reflect, 
for the most part, the pattern of 
supervision he receives from his boss. 
It's the same story right up the ladder, 
until we reach the top. 

The Climate Sets the Pattern 
To a significant degree, then, the 

first-line supervisor's behavior is de-
termined by the host of expectations 
which top management creates and 
disseminates down the organizaticn. 
This body of expectations forms the 
organizational climate in which th: 
supervisor works and which defines 
what is worth while for him to do. 
This is why it is so difficult, if not 
impossible, to change a supervisor's 
behavior through training without 
first changing the organizational cli-
mate that descends on him from 
above. 

No training program can be ef-

fective, therefore, unless management 
practices what the training teaches. 
Only line management can convert 
training content into actual improved 
job-behavior. 

Frequently top management does 
not realize that its own behavior is 
opposed to the behavior that is taught 
in supervisory training programs.* A 
general once told the writer, "I want 
you to teach these executives demo
cratic leadership, and if any one of 
them argues with you, I'll knock hell 
out of him!" And he once heard a 
civilian administrator sa,, "Our su
pervisors are going to delegate, even 
if I have to get down there and do it 
for them!" 

It all Pdds up to this: We tend to 
supervise as we are supervised, not 
as we are taught to supervise. Of 
course, if the supervision we receive 
is of the same kind as we are taught 
to use, the reward structure serves to 
support, rather than nullify, our train: 
ing. When this happens, we have an 
unshakable ally in the reward struc
ture of the job. Then we get valid 
training that will really be "glued 
into the job." 

Whichever way it goes, the fact 
remains that it is top management, 
through the organizational crimate or 
reward structure it creates, which is 
really doing the training, regardless 
of what the training staff does. The 
training administered by the training 
staff "sticks" only if it coincides with 
what top management is informally 
teaching every day. 
* For some additional comments on this problem 
see R. Gordon, "Management or Human Rela
tions," pp. 51-54 of this issue.-Ed. 
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What can the training director do this group is to involve them in the 
to establish a supporting reward training that is given to others-per
structure in the job situation? haps even make them do some of it. 

First, he should identify the agents Thus, in one organization known to 
working against it. In the case of the author, the old hands h;ve an ac
supervisors these will almost always tive role in the orientation training 
be the supervisor's own bosses. In which is given to new hires. When the 
the case of non-supervisory personnel, new hires are finally placed o the job, 
it may be either the primary work the old hands never say, "That's the 
group or the supervisor, or both. way they teach you in training, but 

Second, he should prepare the train- don't pull that fancy stuff on the job." 
ees to meet and overcome the nega- If they did, they would be depreciat
tive influences they are likely to en- ing themselves, not the training. 
counter back on the job. Anticipation The same procedure can be followed 
of, and preparation for, the reactions if the trainees' supervisors are the 
from one's subordinates are a "must" negative reward agents. In that case, 
in supervisory training. The worse they should be made a part of the 
the supervisor, the more intensive this employees' training. 
preparation must be, because his sub
ordinates will receive a bigger "jolt" The Problem of Supervisory Training 
when he tries to use his training. All Supervisory training and executive 
training, save the most humble, development present a special prob
should include training on how to lem in that, as we have seen, the 
overcome the problems encountered principal reward structure is the set 
in applying the training.Foremost of of expectations and pressures from 
these problems is the deterrent effect above. This means that to change 
of other people. supervisory behavior through train-

Third, the training director must ing, the organizational climate must 
turn the agents of opposing reward also be changed. In other words, the 
structure into agents of supporting superior management levels which 
reward structure. One way to do this establish the climate must be trained 
is to give a special kind of "training" first. The training must begin at the 
to the reward agents. If the reward top--or as near to the top as possible 
agents are the primary work group, -and then work down. If this is
"refresher training" may have to be done, each trained level will support 
instituted, in order to reach them. and reinforce the training of the level 
This is really a persuasion operation immediately below it. 
in the guise of training. Its purpose This is admittedly pretty hard to 
is not necessarily to change the job do. It involves a big selling job to 
methods of the reward agents, but to top management. But it is a job that 
orient them in what others are being must be done if supervisory training 
taught and why. Another approach to is to accomplish more than simple 
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instruction of the "nuts and bolts" 
variety. For one thing, it means that 
the training director must be more 
than a "staff" man; he must have 
"line" influence. When supervisory 
training is viewed in this light, it 
becomes clear that the real responsi-
bility for it rests with line manage-
ment, for it is they who, in the final 
analysis, are really doing the training, 

Training content is not something 
which can be divorced from the ac-
tivities of top management; and dif-
ficult though this approach may 
seem, it can be and is being imple-
mented in practice. One federal 
agency, for example, sent its two top 
men off to Harvard for six months. 
There they were able to absorb their 
training uninhibited by on-the-job in-
fluences. They came back completely 
changed in their outlook-a change 
which it is doubtful whether the 
training director could have effected 
in a year of personal selling, 

Some Alternative Solutions 
As an alternative to starting train-

ing at the top and working down, 
top executives can be actively in-
volved in the training at the lower 
levels. They can be made to play an 
active part in determining training 
needs and in planning the training 
program. Ideally, this should also in-
volve participation in the training 
itself. Such experiences art often 
highly therapeutic for the executives 

concerned, giving them an increased 
awareness of their own behavior and 
of the kind of climate they set below 
them. In any event, the very fact of 
participating in the training commits 
top management to support and prac
tice the same things as the trainees 
are being taught. Participation creates 
a new set of expectations to which 
top management itself must conform. 

Another alternative is "vertical 
training," where two or perhaps three 
levels are trained together as a group. 
This technique is new and still rather 
experimental, but it has promise. One 
of the writer's graduate students con
ducted a six months' evaluation study 
of such a program in a federal agency, 
and concluded that, with special 
handling, vertical training can achieve 
useful results. 

The first essential is to break down 
the status barriers between the levels 
and create a new social structure 
where superiors and subordinates 
can interchange freely. The "secret 
weapon" of thi;s method lies in the 
fact that both superior and subor
dinate become committed in each 
other's presence to a new set of be

a set ofhavioral values. This creates 
mutual expectations about how one 
should behave on the job. When the 
supervisor's boss knows that his sub
ordinate is equally aware of the ex
pected pattern of executive behavior, 
he is more likely to watch his step 
when he gets back to the job. 
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Application to health, social welfare, and family planning 
The new employee for a health, social welfare, or family planning organi

zation probably is assigned to a particular task which he has seldom or never 
before performed. Training is probably more essential than for many other 
types of employment. The training program should cover the need for the 
program, the organization, the services offered, skills needed to counsel, mo
tivate, and serve clients, and other essential elements of the job assignment. 
The lecture method is probably tie least effective way of developing these 
skills. Discussion groups, role playing, simulation, case studies, and programed 
learning all have an important role to play in the training process. The person
nel manager should work with the traiing staff to determine the course con
tent, training techniques, and training materials that will be most effective. 

The problem of failure of training to carry over is likely to be very serious 
in H-SW-FP organizations, because of the powerful influence which the im
mediate supervisor exercises over the work of individuals. Personnel managers 
must be especially sensitive to the need for an appropriate organizational 
climate, as described by Mosel. 

Questions for discussion and exercises 
1. Draw up a model curriculum for training in each of the following cate

gories of workers: 
(a) 	 Nurses and paramedical assistants at health clinics 
(b) 	 Counselors and trainers who instruct clients in preventive health 

care methods at the clinics 
(c) 	 Clinic receptionists and appointment secretaries 
(d) 	 Home visitors 
(e) 	 Field workers who organize and lead group discussions 

2. Develop a plan for evaluating the effectiveness of training for each of 
the above categories of workers. Actually draft the questionnaire and other 
measuring instruments that would be used in such an evaluation. 

3. Using your curriculum from Exercise 1, prepare a list of training ele
ments for which supervisors or fellow-workers might punish a trainee if he 
made use of them on the job. Prescribe actions which might be taken to pro
mote greater use of the knowledge which H-SW-FP workers have acquired in 
training. 



Chapter Eight
 

COMMUNICATION WITHIN THE ORGANIZATION
 

Internal communication within an organization is analogous to the nerve 
system of the human body. A central control center sends out impulses to the 
various members and organs, which in turn supply information to the center 

concerning bodily states and the external environment. Organizational paral
ysis sets in when this communication becomes weak, disturbed, or blocked. 

Maintaining the flow of information through prearranged channels is one of 
the essential functions of management. Personnel administration can do a 
great deal to maintain this flow. 

Personnel managers have as much to gain from good communication flow 
within the organization as any other manager. Although communication be
tween management and personnel is not solely the responsibility of the per
sonnel manager, he has a vested interest in stimulating and maintaining the 
flow of communication downward from the top, laterally along each level, 
and upward from lower echelons. Preceding chdpters have made it abundantly 
clear that a successful personnel manager must have feedback from employees, 
and that he must keep each employee informed about his status in the com
pany. Hence communication is absolutely essential for the proper functioning 
of his department. If communication flows are blocked or thwarted by other 
branches of management, he suffers also. It is therefore a part of the job of 
personnel management to champion the cause of good and effective commun

ication between the workers and their supervisors, and among the various 
levels of management. 

The readings reproduced here offer a wealth of practical information about 
failures of communication that can and do exist within organizations-and the 
many reasons why they occur. They also provide detailed instruction for 
overcoming these difficulties. 
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Responding to 
the employee voice 

Dan H. Fenn, Jr. and Daniel Yankelovich 

Foreword 
These authors argue that people below the top level 
in modern corporations have become increasingly 
estranged from the locus of decisions that affect their 
organizational well-being. Not only do they feel frus-
trated, powerless, and exploited as a result, hot also 
the health of the entire organization can suffer when 
there are no channels that allow these individuals 
to contribute their knowledge and expertise in solv-
ing companywide problems. Moreover, maintain the 
authors, unrest in tie society at large is fueling 
the discontent in corporations and compelling man-
agement to provide legitimate channels that both give 
employees a participative voice and guarantee con-
structive action from the top. While many companies 
have instituted techniques to improve communication 
between top management and those at lower organi-

O ne of the most intriguing and yet disturb-
ing issues for scholars and executives alike is 
the matter of "participative leadership." Long a 
topic of discussion and anxiety to operating 
managers who feel themselves caught between 
the "rock" of overpermissiveness and the "hard 
place" of unacceptable authoritarianism, the di-
lemma of participative leadership has too often 
been cast in ideological terms. Particularly in 
these days of increasing clashes between author-
ity and self-expression, the practical problems 

zational levels, few havc attempted to design a corn
prcnsive package (if upward communication pro
grams tailored to a variety of needs. In this article, 
the authors establish a framework for such an ap
proach; first they present some promising single tech
niques and then offer guidelines for implementing a 
package program that can restore organizational vigor 
through employe participation. 

Mr. Fenn is Lecturer on Business Administration at 
the Harvard Business School and was recently ap
pointed )irector of the John F. Kennedy Library. Mr. 
Yankelovich is President of Daniel Yankelovich, Inc. 
and Professor of Psychology at New York University. 
His latest books are Changing Values on Campus 
(Simon & Schuster, 197t) and Ego and Instinct, co
authored by William Barrett (Random House, t970). 

of management tend to get obscured in the emo
tions of value conflicts. 

The point-or oin important point, at least-is 
that, regardless r,f their preferences in manage
ment style, top managers in large, complex or
ganizations simply cannot run the whole show. 
They cannot know enough or control enough. 
Their judgments about what should go on at 
lower levels are simply not sufficient. But the 
corporate -tructure forces them to assume a high 
degree of intimate direction just the same. 

Reprinted by permission from Harvard Business Review. Volume 50, No. 3 (May-June, 1972), 83-91. 
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Decentralization has provided a partial answer 
to the problem, but it has been confined to a 
relatively thin layer of top managers in most 
companies (even though the logic of the ap-
proach would seem to call for a much broader 
involvement of more people). Until recently 
there has been little reason to overcome the 

emotional and historical barriers to deeper de-
centralization in a company. 

Today this need has taken on a real urgency. 
The spirit of rebellion which is loose in the soci-
ety, including the business corporation, demands 
that managers develop a new balance between 
the supervisor and the supervised. Increasingly, 
executives are thinking through new means of 
utilizing the particularized knowledge, informa-
tion, and wisdom of men and women who are 
operating below the very top levels. In our view, 
this modern-day revolution is impelling busi-
ness leaders to do what they should have done 
anyway-and their companies will be better off 
for it. 

In this article we shall comment briefly on 
what we see as the sources and nature of this 
challenge, which reached its most flamboyant 
and discordant expression in colleges and uni-
versities during the late 1960's. We shall then 
proceed to discuss one approach to meeting it 
in a corporate setting, an approach that is worthy 
of more systematic attention than it has yet re-
ceived by either businessmen or academicians. 
In essence, it is a planned, variegated, and care-
fully tailored program of what has been super-
ficially described as "upward communication." 

Internaldistress 

Happily, people have been pretty well disabused 
of the notion that today's upheavals are caused 
by a tiny handful of revolutionaries-be it social 
activists like Ralph Nader and Geoff Cowan, or 
"trouble-making student anarchists." Auto safe
ty legislation, the granddaddy of a large family 
of consumer actions initiated by government, 

was inspired by widespread dissatisfaction with 
the automobile industry. Nader may have fo
cused the issues, but he did not create them. 
Similarly, the student rebellions have been made 
possible by the fact that a majority of college 
students, while not revolutionary, are skeptical, 
mistrustful, and nonconforming. (Lest anyone 
think that this mood has died down, see the 
ruled insert on page 86.) 

The public now knows that the campuses do 

not have a monopoly on restlessness. The mil
itary services, the Catholic Church, labor unions, 
professional athletics, the fede ral civil service
all have provided examples of dissent and even 
revolt. In such a climate, it would be foolhardy 
to cling to the hope that the corporation is im
mune. Indeed, the evidence seems clear that it 

is not. In a wide variety of companies in a num
ber of industries there are rumblings of discon
tent, restlessness, distress, and anger. Manage
inent is called "sick," "sneaky," "neurotic," and 

em"arrogant"-by managers as well as by 
ployees. The words they use, and the emotional 
intensity of their comments, match those of 
students discussing their problems. For example: 

0 "Management here doesn't care about peo
ple; the people up the line are inadequate and 
insensitive." 

0 "We're very suspicious here of anything 
that management does; we're always looking for 
booby traps." 

0 "I'm a good company man, I've been a good 
company man all my life; but damn it, there 
are some times when you just should stand 
up on your feet and protest!" 

0 "Management is trying to run this company 
the way it did 20 years ago." 

0 "1 used to be proud of this company; but 
now, when people ask me where I work, I just 
don't tell them." 

Attitudes like these break forth into various 
kinds of protest, such as strikes that are essential
ly noneconomic in nature, attacks by employees 
on the company's mission, and overt action 
against company minority policies and programs. 
But more important than the outward, flam
boyant manifestations of this discontent is the 
daily toll it takes as it rumbles on below the sur
face among both managers and employees. 

The demands... 

Some observers believe that turbulence in the 
corporation will be eliminated by the nation's 
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current economic travail. In our view the "sea Lhanncl their concerns upward to those who
changes" run much too deep for that.' The could really do someting about them.
 
concerns being expressed by the people we have 
 We found no company, however, that had
quoted are not primarily economic ones-they developed an integrated and tailor-made system
represent deeply held values and signal that adapted to the variety of people and concerns
violence is being done to people's self-percep- that exist in every corporation. What we pro
tions and to their views on fair treatment. pose to do in the remainder of this article, then,

The majority of complaints and consequent is to (a) describe eight of the most promising up
upheaval exhibit two common characteristics: ward communication devices that are operating
(aJ a challenge to authority; and (b) a demand in industry today and (b) suggest some guidelines
for a piece of the action. to help top executives develop a comprehensive

To take the first of these, the challenge to system of upward communication that can meet
authority, it is important to realize that we did the growing demand for participation on the 
not say the rejection of authority. Dissent in part of managers and employees.

this context does not constitute anarchy, po
tential oi 
 actual, although sometimes it may
look and sound like it. People-managers and Inventory of techniques
employees alike-are simply insisting that the 
organization iustify its decisions and articulate In this section, we shall present only a sampling
those justifications. It is not enough for a person of those devices that have been reasonably suc
to be older, have a title on his door, or hold a cessful. It is not necessary to link particular
significant measure of disciplinary power. More companies with specific ideas or to involve our
and more, people refuse to accept what is said selves in extensive evaluations. Suffice it to say
just because of the source; they want to under- that Caterpillar Tractor, Northern Electric Corn
stand. The bureaucratic explanation, "because pany, Ltd., Bell of Canada, Pitney-Bowes, McCor
that is our policy here," does n~ot satisfy them. mick, Raytheon, Steinberg Ltd., Xerox, and Polar-
They are insisting that leaders establish their oid are a few of the leading companies from
credentials for leadership in the soundness and which the foilowing techniques are drawn. Here
wisdom of their judgments, instead of the gran- arc the eight most promising communication 
deur of their offices or the distinction of their devices. 
titles. I. A number of companies are applying the

The second characteristic is the insistence on "speak up" or "feedback" concept. Employees
a piece of the decision-making action. And it may telephone a special number to raise ques
must be a real piece; generalized, long-term in- tions or voice concerns, or write notes to a desig
fluence is not enough, nor are advisory boards nated person on company-prepared forms. There
satisfactory in this context. Many people want may be certain times of the month when top
to reach more deeply into corporate decisions executives are available for telephone calls. In
than they have before; they want a larger, more some cases, time limits on responses are set; in
formal, and more institutionalized role in the other cases, answers are sent to employees di
issues that affect their lives. rectly and .hen printed in the company news

letter. 
& the corporateresponse 2. The idea of special "councils" where man

agers and/or employees get together regularlyIf the two foregoing trends are affecting com- to talk about their problems (everything from
panies today and causing unrest and even anger, productivity to the portion of potato salad being
where can companies look for some possible served in the cafeteriaj has been implemented in
solutions? One possibility is upward communi- several places." These councils, which meet from
cation. two to six times a year, have a formal agenda

Not long ago we studied a number of corpora- submitted by both management and workers. 
tions to see what opportunities they were I. Scepro- David W. Ewing, "Who Wants Corporate Democracy?" JProhiemsviding for people to be heard and to get action inRcview), HuP. Septemher-Octuhcr 1971, p.121 and "Whi Wants 

Employec Rights?" (Prohing Opinionsl, lIRR N-vemhe,.ecmheron things that were troubling them. We found ,97, p.1. 
a very large number indeed that had created or 2.German industry has developed ahighly sophisticated version of the 
were experimenting with devices to enable men "Works Council", %ec, fn example, Burton Teague, "Can Workersand women at different organizational levels 1JyParticipate,971, p.inManagement.auccssfully?" The Conrevelce Board Record,to 48. 
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The agenda is published so everyone in the in-

stallation or locality concerned knows what is 

coming up; and the subsequent disposition of 

each item is also publicly listed. Furthermore, 
the main council is often undergirded by sub-

councils of employees that are built around work 
groups. In this way, a formal channel is estab-
lished through which ideas and criticisms can 
flow up to the main council. 

3. A variation of the council system is a series 
of "cracker-barrel" meetings conducted on a reg-
ular basis by first-line supervisors with the 
people in their organization. These meetings, 
held on company time, are designed to move 
information downward to the nonmanagement 
personnel and, conversely, to utilize the fore-
men as a means of passing information, ideas, 
and complaints up the line to management. 
Often such a program is supported by special 
training to help foremen maintain an open and 
responsive attitude toward criticisms and com-

plaints. 
4. At about the time of the annual stock-

holders' meeting, some companies hold "em-

ployee annual meetings" which are conducted 
in almost the same manner as the regular stock-
holders' session. The president and other top 

officials report to employees on the state of the 

company and describe their future plans. They 

are then available 	for questions from the floor. 

In a company that is geographically spread out, 

a series of such meetings may be held. While 

these meetings take time and sometimes result 

in management hearing things it does not want 

to hear, they have 	often proved to be beneficial. 

5. An elaborate nonmanagement task force 

has been established in various organizations. 

Generally, under this arrangement a council of 

managers and employees first utilize attitude re

search to determine the issues that most concern 

the work force. High-priority problems are se

lected, and a special group of nonmanagement 
people then attempts to resolve them. This proc-

ess receives widespread publicity in the installa-

tion concerned, so everyone knows what prob-

lems are being studied and who is involved, 

Typically, the employee group is allotted a cer-

tain amount of compmy time to make its in-

vestigation and prepare its report; management, 
in turn, must respond in a specified length of 

time, and its comments are also publicized, 
6. Another technique is the junior board of 

directors, which is made up of middle managers 

and others below that level. The employees in 
this Lroun receive a stipend for their services, 

select their own officers, and draft their own 

bylaws. They make policy recommendations to 

the corporate board and present the arguments 
on which these suggestions are based. In one 

company that uses this plan, the first five years 
of operation produced over 2,000 recommenda
tions; only 6 of these were turned down. 

7. Some companies maintain a corps of coun
selors, or ombudsmen, located throughout the 
organization where employees can have ready 
access to them. Sometimes these people are 
elected by work groups; sometimes they are ap
pointed by management. Employees can make 
suggestions or criticisms with a guarantee of 

anonymity, if they wish it, and the counselors 
then take the responsibility for doing some
thing about such grievances. In several cases we 

found a fairly structured operation where the 
first-line ombudsmen elected a small council to 

both expedite the solution of problems and 
choose a still smaller group that would meet 
periodically with the chief executive. 

8. 	The use of existing mechanisms for airing 
not within the traditionalcomplaints that are 

jurisdiction of these mechanisms is another cor

porate strategy. For example, safety commit
tees are a common feature of many organiza
tions; and at least one company we know of 

the term "safety" very loosely, perconstrues 
initting discussion of a whole range of questions 

raised by employees at management-labor safety 

meetings. Moreover, since the work force knows 

who the employee members of the committee 

are, and constantly sees them moving through 

the plant on safety matters, these people are 

readily accessible to anyone who has something 
on his mind. 

The 'package' approach 

After looking through the foregoing list, the 

manager who is interested in building and in

stalling an upward communication program for 

his company will inevitably be struck by the 

fact that no one of these plans exactly fits his 

needs. Even if he adapted one of them, he 
not really reached thewould find that he had 

heart of the problem in his company. Each of 

these plans, taken separately, represents only 

a fragmented or single-effort approach to a prob

lem that requires a far more comprehensive re
reasons.sponse-and for two principal 

First, different kinds of people have different 
kinds of problems which require separate re
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sponses. The aggressive veteran employee, for inviting him to write his comments or ques
example, may have no difficulty approaching tions and send them to a special coordinator. 
the plant manager directly and thus needs no (Recognizing that different people communicate 
other system than a truly open door. But the in different ways, the program also provides an 
newer, more diffident person whose complaint opportunity for telephoned statements through 
may be just as galling to him needs a more in- a specially established number.) The coordina
direct way of feeding it into the system. Further- tor then detaches the writer's name and forwards 
more, different kinds of problems require dif- his letter to the corporate official-from the 
ferent channels. A man on the line may know president on down-most qualified to respond. 
exactly where to go to rectify a quality deficiency The reply is sent to the questioner's home, with 
in the material coming to him, but he may have the offer of a face-to-face meeting or the oppor
no idea how to ,,. the mess in the parking lot tunity for a follow-up question if he so desires. 
straightened out. This system has been widely used, and em-

Second, people req,,ie two responses from a ployees have been very satisfied with it. The usc 
communication system: (a) they need informa- of the program varies, interestingly enough, in 
tion, so they can understand what is going on relation to the care with which it is introduced 
and why; and (b) they need action on things and the amount of employee dissatisfaction. The 
that trouble them. The most common current more suspicion in a particular company facility, 
programs are essentially information-handling the less use is made of the program.
devices. Most of the question-and-answer pro- The content of letters has ranged from ques
grams fall in this category. They serve -s op- tions on corporate policy issues to comments 
portunities for employees to obtain information which have exposed informiition hitherto un
on policies and practices that confuse or annoy known to the top people. In one of the latter 
them. While such mechanisms may alter man- instances it was discovered that rent was being 
agement priorities to some degree, they do not paid for unneeded space; in another, that equip
have a built-in capacity to achieve change. Other ment was idle for lack of trained personnel; in 
systems, notably the employee and management still a third, that building security procedures 
councils, are expressly designed to produce ac- had become lax. 

*tion and change. These programs focus on alter
ing existing practices by directing attention to Task teams of employees: Volunteers are selected 
issues that are important to employees, making in specific company locations and given a total 
policy recommendations, and calling for specific of 16 hours of company time over an 8-week 
management response. Taken alone, neither type period to study a problem and make a series 
of communication system is enough. of recommendations to management. Problems 

are selected by a poll of the employees, and the 
Puttingit together task teams' recommendations are made public.

Management is then required to respond within 
Corporations obviously vary in management 30 days, and its response is also made public. 
structure, mission, and, most important of all, Starting with specific housekeeping issues, like 
the perceptions and needs of their people. Con- the availability of parking and the state of the 
sequently, the mix of action and communication cafeteria, which had been troubling employees 
systems that works for one organization will not for some time, this program subsequently moved 
likely be directly transferable to another. Never- into broader questions of employee-management 
theless, we would like to describe a special pack- relations. Task team members have served with 
age of programs that was put together by one enthusiasm and skill, especially when they have 
company after we completed our initial inves- been adequately supported by company person
tigation, in the thought that it may prove help- nel. Management response has been positive and 
ful to others who wish to formulate a similar has produced dramatic change in a number of 
approach that is tailored to their own situation. long-standing situations. 
Here, then, are the elements in that company's 
program. Employee annual meetings: After reporting to 

groups comprised of managers, lower-level em-
A question-and-answer system: Each manager ployees, and their families, top officers of the 
and employee receives a self-mail form at his company make themselves available for ques
home with a letter from the company president tions. 
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It is worth noting that, after its adoption, this 

program was postponed, primarily because a 

survey of employees indicated there was little 

interest in it. Management came to feel that the 

-- '--faction 

program would not be useful until the other 
communication efforts had generated more posi-
tive reactions toward the company. 

Management councils: Each geographical divi-
sion of the company establishes a manage-
ment council of men and women who are se-
lected from a group of volunteers by the Up-
ward Communications Coordinator. These peo-
pie serve for one year and are paid an additional, 

tax-free $75o. They select the issues they feel are 
of most importance in their areas, study them, 

and make public recommendations to higher 
management. As in the task team program, 
top management is required to make a public 
response within 3o days. 

In each division, the idea of a management 
council was greeted with widespread interest and 
a plethora of volunteers. The first topic chosen 
was "imanagement-employee relations." It was 

brokcn down into a series of specific problems 
affecting different parts of the company. The 

results are not yet in, but the initial activity is 
promising. 

We should mention, incidentally, that in re-
acting to employee recommendations, manage-
ment often did not wait for the final council 
reports. Instead, it started immediately to re-

spond to comments made in meetings and al-

tered policies that were proving to be sources of 
difficulty. 

Implementationguidelines 

A significant thread running through the dif-

ferent elements of the foregoing package pro-
gram is the commitment of top management. 
While there are a number of steps executives 
can and should take to ensure the success of 
an upward communication program lwhich we 

shall deal with later), no system will succeed 

unless management believes in it and is pub

licly and privately committed to it, in letter as 

well as spirit. A phony, manipulative device 
that is either a cover for downward directives 

and propaganda or a palliative to keep dissatis
from becoming mutinous is going to be 

quickly identified as such by employees-and it 
will surely boomerang. 

There are several ways in which manage

ment's commitment can be expressed. One, of 
course, is the quality of response to questions 
and suggestions. Another is the comments that 
a corporation's leaders make about the program, 
both privately and publicly. But the most mean
ingful method is to institutionalize commitment 
by assigning adequate funds and skilled person
nel to the program. 

Communication channels must become a reg
ular part of managing the company-and they 
should be seen that way by everyone up and 
down the Pne. People are no longer content with 
the knowledge that the particular boss they have 
at the momf nt is a responsive person; they know 

he may be gone tomorrow. What they arc look
ing for is a system they can rely on, one that is 

part of the company's structure and will not be 

wiped out with a change of corporate leadership. 
And whatever the package chosen by manage

ment, it must have an "action" component built 
in. Most executives will find that upward corn

munication has to be more than a plan that 
allows employees to "provide advice." Most 
managers believe that they are responsive and 
that they have changed their management styles 
to conform to the times. Many of them have. 

But the real question is: Are they responsive 
enough, about the right things, and in a way 
that will be acceptable and workable today? 
Employees need real leverage, so the discussion 
becomes more than a petitioning of the sover
eign, with the response resting on his judgment 
or whim alone. Dissension should result in ne

gotiation wherein both sides hold some cards. 

Introductionstrategy 

Prudence dictates that a communication pro

gram be introduced with the utmost care and 

forethought. As we have indicated, a central 

requirement is that management both suppori 
the idea and make public its long-range commit
ment. Failure to do so can cause the program 
to falter at the outset. In one instance, for ex

ample, a task team poll went unanswered (3. 



responses out of a work force of over 500) simply 
because the supervisors did not know what it 
was all about, were disinterested, and, in some 
cases, were anxious By the same token, one 
group told us that the question-and-answer pro-
gram was largely unused because "it had been 
presented to us in such a cold and formal fash-
ion." A series of meetings, then, is necessary to 
back up written announcements-and, in fact, 
should precede them-if people. are to believe 
that there is really meaning in the effort. 

In developing a strategy for introducing the 
system, management also has to take into care-
ful account the mood of the company. In some 
organizations, the level of antagonism, suspicion, 
and anxiety may be very high; in others, it may 
be more verbal than real. Thus it is advisable to 
find out what really is going on out there before 
establishing or installing a system for upward 
communication. Consider the experience of one 
company: 

Management initiated personal interviews and 
self-administered questionnaires to obtain man-
agers' and employees' opinions regarding the 
specific communication devices which would 
be most useful and appropriate for the company. 
Questions were also included about communica-
tion in the organization in general. 

The survey revealed suspicions about the lack 
of protection of anonymity that were partly due 
to an earlier unhappy experience. Consequently, 
a very precise mechanism to preserve anonymity 
was developed and described in great deal to 
employees. 

Under this system, participants sent their ques-
tions to a special Upward Communications Of-
fice, where the staff coded the questionnaire, re-
moving the name and address and placing them 
in a safe. The coded document was then for
warded to ain appropriate manager for a reply. 
When the response came back, the staff sent 
it along to the employee at his home address. 
Thus no one but the Upward Communication 
staff knew the names of employees submitting 
letters. Apparently, this care paid off; as the 
program proceeded, fewer and fewer doubts were 
expressed that any names would be leaked to 
supervisors-ant! pot one was. 

Upward commuiiication programs are likely to 
be experimental; sometimes they are presented 
against a backdrop of deep suspicion and antag-
onism; and they always involve a large amount 
of work. Thus, initial introduction in one or two 
divisions of the company may be preferable. In 
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our experience, the segmentation should be geo
graphical rather than functional, but this may 
vary in different corporate situations. 

Furthermore, informal "temperature taking" 
sessions conducted while the program is being 
installed can (a) yield valuable information on 
employee receptivity and (b) convince the em
ployees that there is real meaning in the effort. 
For example, in one company, objective ob
servers met with small (io-i5 people) groups of 
employees and managers in a number of loca
tions as parts of the program were introduced. 
These sessions have proved to be most helpful 
in highlighting important issues, improving the 
credibility of management's commitment, and 
identifying crucial differences in the attitudes 
displ-1yed in difTerent locations. 

Importanceo'f feedback 

People should be told about the results of surveys 
taken, informed about the deliberations and 
activities of task teams and management coun
cils, and provided with regular documentation 
of the most important questions and answers 
submitted to coordinators. In short, feedback is 
vital. The feedback component underscores the 
fact that a program is an experimental effort, is 
subject to evaluation in the light of experience, 
and can be altered. 

Needless to say, when a company is planning 
to undertake a meaningful program of upward 
communication, many people may be afraid and 
feel threatened. We found, for example, that 
many managers were intensely disturbed by the 
fact that their subordinates would be commu
nicating directly with top management. Accord

-
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ingly, the question-and-answer program was gen
erally introduced for managers before it was 
for employees; thus everyone had a chance to 
see it in operation and to recognize its potential. 
In addition, we found that a special effort had 
to be made with first-line supervisors to acquaint 
them with the purposes and mechanisms of the 
effort. 
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Another area of concern to management is 

that pipelines will be clogged with petty per-

sonal problems which are at once time-consum-

ing and insoluble. Interestingly enough, this 

does not seem to be the case. Of the nearly 400 

questions submitted to the question-and-answer 
program in one comp:iny, only 2 were of such 

a nature. And one of these, in fact, was actual-

ly a vehicle for raising an important issue re

garding promotion and pay policy implemen-
tation. 

Still other managers are likely to surmise that 

"those guys down the line" will insist man-

agement respond positively to all suggestions 

and complaints. "Unless we do just what they 

want, they will be even angrier than they are 

now," some managers told us. 
Our surveys of personnel, however, indicate 

not the case. "We know we aren'tthat this is 
always going to get what we want; we don't see 

the whole picture, and our requests have to be 
commonbalanced off against others," was a 

response. And this statement held up once pro-

grams were installed. The sine qua non was a 

direct, straight, and full answer or response. 

Management's behavior in this regard stands 

out as evidence that "someone up there really 

does care." 

Union attitudes: The participation of union 

leaders in the fashioning and installation of an 

upward communication program is an impor-

tant concern. If the program is seen as a "union 

busting" device, or even a method of decreasing 

the power of union officials and establishing ex-

tra-union ties between management and work-

ers, the hazards are obvious. Furthermore, it is 

vital that union leaders get the word down the 

line that they approve of the system once it has 

been worked out. Direct or indirect sabotage by 

overzealous, uninformed local officials can be 

at best an irritant and at worst a disaster. 

Staff leadership: It is difficult to overemphasize 

the importance of the character and reputation 

of the staff people assigned to run the upward 

communication program. They should be veter-

ans of the line, known and respected in the 

company, and familiar with its people; they 

should be transparently honest and enthusiastic; 

and they should be involved in the entire process 

from the conception of the program to its crea

tion and implementation. Unless managers and 

employees have confidence in the core staff, 
the program will be in serious and probably 

hopeless difficulty. 

Concludingnote 

If we are correct in our assumption that the rest

lessness in today's society is more far-reaching 

than people have realized; if it is indeed rooted 

in a traditional willingness to challenge author

ity and a heightened demand for a piece of the 

decision-making action; and if companies are, 
in fact, characterized by more restlessness than 

people have fully recognized-then it behooves 

top management to look seriously at every 

possible way of adjusting to the temper of the 

times. 
Managers looking downward may have grave 

reservations about upward communication as we 

have described it. It does, after all, call for at least 

some sharing of managerial authority. Managers 

looking upward, however, may see in it some 

real merit. Surely, any manager who looks 

broadly at what is going in society shouldon 
explore the idea further as one way of avoiding 

the damaging confrontations that have shaken 

so many of our institutions and, more important, 

of renewing his own organization. 
But perhaps the greatest significance of up

ward communication is that it restores badly 

needed balance to the management of a busi

ness, and can produce a readjustment that is 

needed, rebellion or no rebellion. It provides 

employees with a method of identifying what 

they think is important, and doing something 

about it; and it brings the weight of their on

line experience to bear on corporate decisions. 

It is impossible to exaggerate how healthy this 

technique can be for companies if it is carefully 

fashioned and sanely implemented, with com

mon sense and forbearance on both sides. 
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Communication Within Management
 

KEITH 

COMMUNICATION has become a very 
popular subject these days. There are 
many, in fact, who would say it is 
being over emphasized. Yet there is 
one aspect of communication which, 
amidst all the tumult and shouting, 
has been somewhat neglected. That 
phase is communication within the 
management group itstlf. This sub-
ject is usually called management com-
munication or intramanagement com-
munication; regardless of its name, 
it represents a major area of the com-
munication problem in business, 

The general tendency, apparently, 
has been to say, "Let's improve em-
ployee communication; management 
can take care of itself." To be sure, 
employees far outnumber managers 
and communication programs are un-
derstandably focused primarily toward 
this group ut these conditions do not 
justify the neglect of management 
communication. 

In ancient history the Tower of 
Babel exemplified the significance of 
communication in the accomplishment 
of a group work. Today we recognize 

DAVIS 

even more clearly that communication, 
in 	 management or out of it, is or
panic or basic to organized group 
activity. No group can long endure 
without it, because it is the nerve 
system which permits a group to func
tion as a whole. 

Picture for a moment a situation 
in 	 which a superintendent and his 
foremen are working under conditions 
which prohibit communication. Some 
of 	 the most obvious results of the 
"wall of silence" that surrounds them 
are: 

1. 	The foremen do not know clearly 
what the superintendent wants 
them to do. 

2. 	 The foremen do not know what 
other foremen are doing. They 
cannot coordinate. 

3. 	 The superintendent cannot ef
fectively give orders and in
structions to his personnel, 
which means he is unable to 

direct their efforts towara the 
organization's objectives, 

4. 	 The superintendent, does not 
know clearly what his foremen 

Reprinted by permission from Personnel, Volume 31, No. 3 (November, 1954), 
212-219. 
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are doing. Thus, for example, 
he is unable to motivate be. 
cause he does not know their 
needs and reactions, and he 
cannot control because he is 
ignorant of their progress. 

toTruly communication is essential 

perform any organized group activity. 

A group cannot coordinate and func-

tion as a whole without it. 

Why Emphasize Management 
Communication? 

There are good reasons why man-

agement communication deserves em-

phasis at this stage in the develop-
ment of the communication art. 

First, management communication 

is prerequisite to worker communica-
cannottion. Obviously, management 

communicate to workers unless man-

agement itself is informed. Not only 

must management know (that is, be 

but it also must understandinformed) 
the information well enough to in-

it to others. Top managementterpret 
often fails to recognize this simple 

fact. For example, top management 

in one company expected its foremen 

to interpret the incentive plan to 

workers but failed to explain the plan 
adequately to tLh.e foremen. Even 
though the foremen had stacks of 
papers describing the plan, they did 
not understand it and, therefore, were 
unable to interpret it to the workers. 
Just as a photograph can be no clearer 
than the negative from which it is 
printed, the'manager cannot transmit 
more clearly than he understands. 

Management communication also is 

essential if a manager is to make 

proper judgments and decisions. The 
manager is often completely isolated 
from the point of performance, and 

he can serve as a "decision center" 

only to the extent that reports and 

other information reach him. This re

quires two-way communication. The 

specialization of decision-making func

tions is largely dependent upon the 

ability to develop adequate channels 
to and from deciof communication 

alonesion centers. This reason 

3hould be enough to convince manage

ment that it3 own communication pat
terns need continuous analysis and 
appraisal. 

Another reason for emphasizing 

management communication is that 

the scope of a manager's influence is 

typically greater than a worker's. In

adequate communication to any single 
onmanager can have a direct effect 

profit, productivity, or morale, be

cause his wide span of control and 

coordination affects many people and 
infordifferent activities. Inadequate 

mation to a worker usually affects 
and a few others, butonly his job 

a maypoor information to manager 

affect the work of hundreds of per

sons. 

Management communication de

serves emphasis also because most of 

the links in the chain of communica
tion, from top to bottom and bottom 
to top, are in the management group. 
A communication from a worker to 
top management, for example, may 
go through five persons-all man
agers. Each link in that chain, ex
cept the first, is within 'the manage
ment group. Each link affords a new 
opportunity for distortion, fading, 
and delay. Each executive in the 

chain has an opportunity to filter in

formation, passing on only what he 

thinks is important or what he thinks 
his receiver wants to hear. Thus the 

problems of upward and downward 
communication in business, measured 
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in terms of links in the communica- this?" to an elaborate study of the 
tion chain, fall mostly within the over-all communication process itself. 
management strata. Obviously, the latter is more effec-

Finally, management communica- tive because it takes into account 
tion is important because, even though causes as well as results, whereas the 
members of management are not de- former appraises only results. 
fined as "employees" in labor rela- One promising method of com
tions laws, they are in fact employees, munication process study is called 
which means that they have needs for "ecco analysis."' It uses a simple 
communication and understanding just questionnaire or interview to deter
like any other employees. A man- mine communication chains about 
ager who is not "in the know" lacks particular units of information. Each 
both the incentive to improve and the unit is traced from its origin as it 
ability to make decisions. His atti- spreads throughout the organization. 
tude is, "If I don't know what's going In this manner one can determine 
on around here, why should I worry the people who communicate actively, 
about what happens? If other ex- the degree to which certain managers 
ecutives don't cooperate with me, why or departments are isolated from com
should I cooperate with them?" munication chains, the extent to which 

The five conditions just discussed different media are used, the activity 
indicate that management communi- of the grapevine, and many other 
cation deserves at least equal empha- related factors. 
sis with employee communication. The 
two are merely different sides of the The Communication Network in 
same coin, and one cannot improve One Company 
very far beyond the other, becauseone is dependent upon the other for The use of "ecco" analysis can be 
the good of the company as a whole, illustrated by examples of resultsachieved with this method in one 
Communication Analysis company. This manufacturing firm 

The first step in developing good employed about 700 persons, but the 

management communication is to find research covered only the manage

what problems exist in the individual ment group. The communication pat

business and then proceed to remedy tern consistently was a "cluster chain," 
them. Problems can be determined in which only a few of the informed 

by judgment on the basis of general persons communicated, and they usual
observation and knowledge, but the ly several persons insteadinformed 
more scientific approach is actually to lfaonly one. (The accompanying il
make first-hand analysis within tle lustration shows the difference be
company involved. In this way the tween the "cluster chain" and an 
specific problems that require action ordinary single-strand chain in which 
can be isolated and identified. A tells B, who tells C, who tells D, 

There are now available several 
methods of making such an analysis. ' This and other methods ofMethod of Studyingareanalysis described in Keith Davis, "ASomc.io Patterns in Organizations,"They range all the way from a simple CommunicationPatrsiOgnztos, 
questionnaire asking "Do you know Personnel Psychology, Autumn, 1953, pp. 301312. 
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TWO BASIC COMMUNICATION PATTERlO 

The cluster chain means that most 
people in management acted as pas-
sive receivers, and only a few (10 to 
30 per cent in most cases) re-coin-
municated the information originally 
to another person. These "communi-
cators" are often called liaison indi. 
viduals. Membership in the liaison 
group was different for each unit of 
information, depending on factors 
such as requirements of the formal 
organization and personal interest in 
the subject. There was no established, 
consistent group of com- ,nicators, 
but some persons tended more than 
others to be active in communication. 

The predominant flow of communi-
cation in this company was downward 
(measured in terrs uf the formal or-
ganizational levels), :egardless of the 

other members of management, ex. 
cept for formal contacts between a 

foreman and his direct supervisor. 
Here was an area requiring manage. 
ment's conscious effort for improve
ment. 

Certain departmental groups of fore. 
men were also well isolated from most 
downward communication, especially 
the grapevine. This problem required 
attention, too, because it was usually 
tied in with social isolation or geo
graphical separation. 

persons were somewhat more 
active communicators in this company 
than line persons. The staff both re
ceived and transmitted proportion
ately more information than the line. 

The foregoing examples should il
lustrate that communication analysis 
is beyond the stage of "by guess and 
by golly." Important basic data about 
a firm's individual situation can now 
be determined accurately and scienti
fically, as in other areas of manage. 
ment analysis. 

In this field study both the grape
vine and the staff group were shown 
to be especially active. Because of 
their importance these two subjects 
warrant further discussion on a gen
eral basis. 
Role of the Staff 

As a Lusiness grows in size and 
complexity, staff groups also grow in 
size and importance. The busy line 
manager depends up-m various staff
 

persons involved or the type of in. specialists tW gather data, study prob
formation. The grapevine was very lems, advise him, and assist him with 
active, but even there, communication complex problems of coordination and 
predominantly flowed downward. The control. In order to have his staff 
evidence clearly showed that upward available, he usually attaches it struc
communication was inadequately de- turally to his organization, if possible. 
veloped. There was, in fact, negligible He often gives the staff work to do 

his name, but he specifies that itcommunication between foremen and in 
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has no commqAnd authority over the ment. For example, a foreman in a 
line group. A id he frequently fails large factory might have to go through 
to reelize that all these relationships five levels to reach the executive vice 
which he esiabishes for the staff have president, but a personnel specialist
significant b aring upon ,ie staff's might reach him through three levels. 
communication rele in the company. Thi5 permits staff members to have 
The trend is toward the staff becom, the "ear" of top management and to 
ing more important in communication short-circuit the line. The result is 
as business grows in size and corn- both good and bad. Communication 
plexity. This can be termed a "nor- upward and downward t nds to be 
mal" development for the following improved, but lowcz management 
reasons: often waits in insecurity with the fear 

In the first place, many communi- that it is being by-passed, or criticized 
cation activities are usually separated without an opportunity to answer. 
from the line through functionaliza- A fourth reason for the staff's com
tion as a company grows in size and munication activity is that it is more
 
complexity. The manager asks his mobile than the line, certainly at the
 
staff to perform for him such func- lower levels of the organization. Staff
 
tions as gathering data, issuing re- specialists and executives in such
 
ports, preparing directives, coordinat- areas as personnel and control find
 
ing activities, advising persons, and that their duties both require and
 
countless other communication func- allow them to get out of their offices
 
tions. The result is that the primary and visit other areas without someone
 
activity of many stafis is communica- wondering if they are "not working."
 
tion. It is their delegated, formal re- They also find it easier to get away

sponsibility. In fact, many staff people for coffee or just to visit. All of this
 
tend to become more specialized and means that staff people have the chance
 
skilled in communication than the to receive and spread information
 
typical line manager because they de- widely and regularly.
 
vote more time to it. Finally, the staff is often more in.
 

Secondly, since the line manager volved in the chain of procedure than 
does not give command authority to is the line. F'or example, a produc.
staff people, they have greater moti- tion control problem may clear 
vation to communicate, because they through five staff persons but only
realize that their success is more de- three line persons, which means that 
pendent upon "selling" their ideas to more staff pecple than line people
others. Line managers, on the other often know about many line actions. 
hand, are often lulled into poor com- Since staff people have so many
munication by the fact that they have reasons, both formal and informal, 
authority to order an action even for communicating, the over-all result 
when they cannot sell it. is that they do transmit and receive 

A third reason for the communica- information actively. They have the 
tion importance of the staff is that it information, the skill, the motivation, 
is usually set in the organization the contacts, and the organizational 
structure so that it has shorter corn- position. Management must recog
munication chains to higher manage. nize this active communication role 
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of sta.1 and make full use of it in 
management communication. 

The G:'apevmne in Management 

Informal communication is often 
called "the grapevine." It arises from 
the social and personal interests of 
people, rather than the formal re-
quirements of an organization. The 
term "grapevine" probably arose be-
cause it was thought to be a long, 
winding means of communication 
from one point to another-like a real 
grapevine. But it is now recognized 
that the grapevine is often faster and 
more direct than so-called direct, 
formal channels of information, 

The grapevine is typically consider-
ed 1.o apply to workers. Observation, 
confirmed by research, indicates that 
it is just as active among manage-
ment. Wherever there are people, 
there are grapevines. This means that 
the grapevine is a significant: influence 
among management, either for or 
against organization objectives. It 
can make or break individual man-
agers or general morale in manage-
ment. 

The grapevine is especially fast and 
acthevgravnes is espcay w4. 

active when news is significant, which 
means that it will undermine a formal 
system for significant news unless the 

formal system is kept flexible and fast. 

The grapevine quickens its pace when 

people are insecure, as when a reor-

ganization is "in the wind" or a re-

duction in force is probable. Since 

the grapevine has no reliable source 
to which participants can refer to con-
firm facts, the grapevine carries rumor 

or distorted information rather easily. 

Since participants in a grapevine can-

not easily be held responsible for dis-

tortion, as they could be in formal 

communication, each participant is 
freer to treat facts lightly. 

In the management group the 
grapevine is more spontaneous and 
flexible than formal communication. 
For example, it can easily by-pass 
managers in the chain of command 
because it is not confined by formal 
procedure. Under certain conditions, 
this can be beneficial, but 	 often it 

and unshort-ci-ccuits other managers 
dermines executive relationships. 

Since the grapevine is active and 
significant within the management 
group, it deserves more attention by 
members of management. They need 
to study it, learn how it works :id 
who its key connections are, and de
velop ways to keep it positive rather 
than negative. It is a regular part 
of the management environment. 

Studies show that the management 
grapevine can be influenced because 
its patterns are partly predictable. 
For example: 

1. People talk most when the news is 
recent. 

2. 	People talk about things that affect 
their work. 

3. People talk about people they 	 know. 
People working near each other are 

likely to be on the same grapevine. 

5. 	 People who contact each other in the 
chain of procedure, tend to be on the 
3ame grapevine. 

No matter what the causes of grape

vines, they will continue. Grapevines 

represent a normal management ac. 

tivity. 

The Job Ahead 
Management communication is not 

to be overlooked with the comment 
that, "It will take care of itself." In 

many respects, it is prerequisite to 

good employee communication, and 
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both are essential to coordinated, ef- of each company's management com
fective operations. Because manage. munication system to determine needs 
ment and employee communication . and problems. Present-day research 
are interdependent, one cannot rise indicates that the grapevine and the 
far above the other in over-all qual- s!ki.ff are quite significant components 
ity. of a firm's management communica-

Management communication will be tion network. They should be given 
improved, not by airy speculation in early attention in a company's corn
the front office, but by actual study munication program. 
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Clear Communications 
for Chief Executives 

By Robert N. Mftlurry 

As one retiring chief executive said to his 
successor, "Yesterday was the last day you heard 
the truth from your subordinates." In many 
companies, often despite feverish efforts to im-
prove internal communications, top executives 
are almost totally insulated from what is actu-
ally taking place in their enterprises. The in-
telligence they receive, including formal reports, 
is all too often incomplete or, at best, slanted. 

Of equal concern, not all chief executives are 
temperamentally' capable of accepting and as-
similating information which happens to con
flict with their personal values and predilections. 

Consequently, undertakings of great magni-
tude and of critical significance to the integrity 

of the business are often entered into on the 
basis of incomplete, inadequate, or incorrect 
information. Without kno ;ing it, the chief ex-
ecutive is in the perilous situation of the ship-
master who blindly sails uncharted shoals. He 
is unaware of the seriousness of his situation 
until confronted with catastrophe itself. It is 
probable that this is a not infrequent cause of 
the failure even of small, presumably well-in-
tegrated businesses. It certainly often contrib-
utes to the fact that, as a rule, the chief execu-
tive.who is a professional manager and not a 
proprietor has the least job security of anyone 
in his organization. 

In order to assist the chief executive in solv-
ing his predicament. I shall attack the com-
munication problem point-blank by examining: 

The barriers which fauit the chief executive's 
knowledge of "what's going on" in the middle and 
Iner echelons of his organization, 

* The sources of error which hinder his ability 
to communicate effectively with subordinates. 

0 The major remedies needed to improve his 
"intelligence," to help him to see himself, his staff, 
his employees, anti his organization as a whole. 

* The reorganization steps that should be taken 
to improve the over-all function, of his organization. 

* The personal conflicts which must be over
come if he is to establish clear, comprehensive, 
and valid channels of communication with his 
people at all levels. 

Upward Failures 

The top business manager is often lulled into 
a false sense of security regarding communica
tion flows. first and'ismost egregious error is 

to assume that his supervisory hierarchy pro
rides a clear channel of vertical communication, 
either upward or downward, and that lateral 
interdepartmental communication is equally re
liable. Actually, most levels of supervision are 
less communication centers than communica
tion barriers. In addition, many company fune
tions, such as proluction and sales, are fre
quently less inclined to be cooperative allies 
than to be bitter ri'als for power, recognition, 
and executive favor; hence, communication be
tween them is often pI)tr. Both are prolific 
sources of information, but this does not mean 
that the intelligence which they provide is 
complete, accurate, objective, or generally valid 
and useful. 

Misleading Information 
In fact, much information provided the chief 

executive by his subordinates is either uninten-

Reprinted by permission from tlarvardBusiness Review, Volume 43, No. 2 (March--April, 1965), 131-147. Copy
•ight 1965 by the President and Fellows of Harvard College; all rights reserved. 
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tionally or willfully and maliciously inaccurate, ties of the enterprise he leads. It is not surpris-
There are a number of reasons for this: ing that under these conditions the top nmanager 

a No subordinate wishes to have his superiors makes a number of costly, sometimes even fatal,
learn of anything which he interprets to be actu- errors. These principally appear as: 
aily or potentially discreditable to him. Hence, he 0 The acceptance of inivinformation concerning
consciously and intentionally endeavors to screen what is actually happening within the business on 
everything that is transmitted upward, filtering a day-to-day basis. 
out those items of information which are poten- • The institution and perpetuation of ill-advised 
tially threatening. 	 policies anti practices. 

9He learns what his superiors desire to hear, 0 Loss of contact with and misinterpretation of
Hence, he becomes adept n'ot only at avoiding the customer, public, and employee attitudes toward 
unpleasant, but also at "stressing the positive." the firm. 
Though the individual subordinate may conscious
ly be entirely sincere anti accouhtable, his personal Failure to have a reality-centered control on 
anxieties, hostilities, aspirations, and system of executive wishful thinking concerning the present
beliefs and values almost inevitably shape and state of the enterprise and its future outlook. 
color his interpretation anti acceptance of what he 
has learned and is expected to transmit.' Downward Deficiencies 

4Each subordinate is often desirous of impress
ing the top manager with the superiority of his The foregoing failures are in no sense limit
contributions to the entetprise - and, iv the ed to upward communications. Many chief ex
same token, of the pitiful inadequacy of the con- ecutives believe that their supervisory hierar
tributions of his rivals in other divisions and de- chies - supplemented by printed material, such 
partments of the company. Special pleading of this as the house organ, bulletin boards, letters 
nature is often most seriously misleading. How to the employees' homes, and occasional ad
can'the chief executive know which protagonist is dresses by company executives -- suffice as
telling the truth? In most instances, he cannot channels to convey messages to company per
be sure. If he depends solely upon his own judg- sonnel. It is assumed, moreover, that as long
ment, he will probably be wrong at least as oftenas he is right. 	 as the message, whatever its content, is clear,

concise, well illustrated, and dramatically prea Another source of error arises from the fact sented, its reception will be satisfactory. This,
that the position of chief executive is one for which unfortunately, is not always true. There is
there is often substantial competition and rivalry, much more to communication than merely the 
Hence, the incumbent is not alwavs surrounded 
and supported by allies and friends, despite his cogent presentation of a message. If the con
staff's frequent servility, obsequiousness, and dra- nunication is not understood, believed, and
matic protestations of loyalty. While most sub- regarded as having a positive value for its re
ordinates would hesitate to give their chief execu- cipients, it will fail in its mission. The over
tive a final push into the abyss, many are not at 	 estimation of the effectiveness of the communi
all reluctant to sit by and let him stumble into it cation media employed is one of the greatest
blindly, sources of managerial error in dealing with cus

a Finally, id from the viewpoint of upward tomers, personnel, and the public. 
communication of the greatest consequence, there Feedback Missing
is the inability of many'chief executives to com
prehend and accept valid information even when Chief executives repeatedly fail to recognize
it is brought to their attention. No wonder top that for communication to be effective, it must 
managers are seldom told "the whole truth and 	 be two-way: there has to be feedback to ascer
nothing but . . ." by their subordinates, 	 tain the extent to which the message has actually 

Resulting Errors 	 been understood, believed, assimilated, and ac
cepted. This is a step fe 5 companies ever takeIn effect, the typical chief executive is the (perhaps because they fear to learn how little 

prisoner of his position communications-wise, of the message has actually been transmitted).
He is largely insulated from the everyday reali- Thus, the chief executive frequently is in 

tSee my article, "Conflicts in Human Values," HBII every sense isolated; he is not only denied ac
May-June 1963, P. 130. cess to valid information about what is trans
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piring below him in his enterprise, but his 

facilities for communication downward (with 

other than a fev of his immediate associates) 

are severely circumscribed. As a result, he is 

often forced to make major decisions on the 

basis of unreliable intra-company intelligence, 
Furthermore, his orders to those in the lower 

echelons may he distorted or even blocked at 

any supervisory level in between. 
It is not surprising, in consequence, that even 

an able, experienced, and wel-qualified chief 

executive not infrequently finds himself unable 

to cope with the problems such conditions crc-
ate. This is especially true where the exectttive 
has been brought in from the outside and lacks 

of conditions.immediate, personal knowledge 
Under such circumstances, he is almost total-

ly at the mercy of his subordinates in the area 

of communications. 

Executive's Dilemma 

of ht are 
of what transpires within their organizations; 
they are even less vell informed concerning the 
competence and potential of their key person-
nel. Ironically, many think they know their 

Not onlytranspiresanwitoinexeeiriorganiaatinsmany top executives unaware 

subordirates well, and may even have strong 


for certain individ-
personal likes and dislikes 
uals. are fteesutsThe difficulty here is that these attitudessiplythef iprcsiohswichare often simply the results of impressionswhich 

have little or no inherent validity. 

Few, if any, businesses today have any genti-


incly reliable measures of the inherent compe-


and quality of performance of their top,
tence 
middle, and first-line managements. (Particu-

-
larly sensitive are research,ae ment ,ai 
arl sengieerig gr Most merit rating pro-

en r 
grams are subject to some 16 sources ot error 

(see EXHIBIT I). 

Much of the operating inefficiency and in-
ternecine strife that plague many firms arises 

in part from the top manager's failure to be 
properly apprised of what is actually taking 

place in the organization. Often he knows 
each member of top',neither how well suited 

middle, and first-line management is to his job 
of thethe nature and extentassignment. nor 

cosgnes of' his subordinate's maladaption 
consequewnces this s ts. 

to his job where this exists. 

Misplacement Tragedy 

No greater tragedy can befall anyone than 
in his job, particularly if thisto be misplaced 

nicans he is "over his head" in it. Under these 

circumstances, the likelihood of prompt and 

outright failure is great. Worse still is the liv

ing hell of uncertainty, anxiety, and indecisive
ness which develops when he is not quite bad 

enough to fail, but not good enough to m3ster 

his job. He is desperately uncomfortable, but 

he dare not quit. The consequences of the pro

tracted tensions under which such a person 

exists are alvays bad. Not only do they affect 

his daily performance, but they may injure his 

EXHIt11T 1. SOURCES OF ERROR COMMON IN MERIT 

nATIN( PEnOGRAMS 

Most merit rating programs produce few find
more than minimal validity. Thisings, if any, of 

is because they must be predicated largtcl' on the 

personal judgments of supervisors or others fa
miliar with an employee's work. The raters' as
sessments are subject to a minimum of 16 distinct 
sources of error. These are: 

to rate subordinates who may be
1. A willingnessvirtually unknown. 

2. An unwillinigness to take the time or make the ef

fort to anaiyze subordindtes thoroughly. 

3. Differences in rater temperament - some are over

friendly, others are overcritical. 
4. The "halo effect" - if the man Is liked, he is seen 

as excelling in every trait; if disliked, as deficient in every 

trait.5. The overwcighting of recent occurrences, eitherfavorable or unfavorable. 

6. The "sunflower" effect - the need to give supe

riors 	 information which will not embarrass the rater 
than too% - I wouldn't("None of my men is less 

keep him"). 
- to tell them7. The need to second-guess superiors 


what they want to hear.
 
8. The need to play politics - to use the ratings to 

curry subordinates' favor. 
9. The reluctance to make adverse ratings for fear 

they might have to be discussed with the employee. 

10. The use of ratings for an ulterior purpose - to 
justify giving or withholding raises or promotions. 

II. The lack of uniform criteria or standards of pe;
formance frorm rater to rater. 

12. Personal prejudice or bias on the part of the 

rater - "All Swedes are squareheads." 

13. Extreme rater indecisiveness - the inability to 

make a categorical judgment. 

14. Lack of analytical ability on the part of the rater 
- the inability to see causal relationships. 

15. "Central tendency" - the reluctance of the rater 

to rate either high or low, the wish to stick to "good" or 

"averag.." 
- "Everyone is16. A proneness to wishful thinking 


promotable, perhaps in five years."
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health (lead to an ulcer, heart attack, or break- ,TNo one initiates trouble in his department or 
down) or cause him to become an alcoholic and unit - makes complaints to top management, asks 
perhaps wreck his home life. embarrassing questions, or otherwise "rocks the 

At best, job misplacement can lead to dis- boat." 
appointment, frustration, and failure of the vic- i No one reports the inadequacies or derelhe
tim to realize his ultimate potential. At worst, tions of anyone else in the unit, even though that 
it may litera2!y kill him. person may be flagrantly incompetent, obviously 

Unfortunately, much job placement can be an alcoholic, or openly dishonest. 
compared to Procrustes' bed. In this legend, C"Troublemakers" (i.e., those who will not join 
you may recall, if the occupant was too tall to the group's conspiracy) are, when possible, trans
fit the bed, they cut off his head and feet; if too ferred out of the unit, given unpleasant assign
short, they put him on the rack to stretch bim mients, or made so uncomfortable socially that they 
out. Nowadays, if the incumbent does not fit leave voluntarily. 
the job assigned to him, he is trained, counseled, CThe chief executive and those closest to him 
and admonished to develop the desired skills, (the "they" encountered in most employee ideolo
traits, and attributes. It is assumed, perhaps gies) are often regarded as common enemies to be 
naively, that he can be reshaped to meet the deceived, misled, and bamboozled in every way
requirements of his job. possible short of threatening the job security of 

While this process i3 sometimes successful, the participants in the conspiracy. This not only
there are many occasions when it is not. The makes Zor group solidarity, but also gives the sub"rehabilitating" process may even do irrepara- ordinates a goal toward which to strive: the em
ble emotional damage. The current fad for barrassment or frustration of their supervisors."sensitivity training" is a case in point. Some Generally, the participants use the age-old tech
subjects of this training have had to have psy- nique of "passive but the accepted deferentially,resistance"then- nothingorderhappens.is 

chiataric treatment to repair its ravages. More 
ft,quently, the "counseling" or training has no Labor Trouble 

effect at all. In consequence, the indivilual is 
placed in a position for which he has few or Many of the effects of inadequate communi
even the wrong qualifications. Many of the job cation are self-evident. If the company's tcp 
failures, nervous breakdowns, and "battles with manager is unaware of what is happening in 
the bottle" almost certainly have their causes the lower echelons or has been deliberately mis-
In vocational misplacement and subsequent mis- led, is unable to communicate effectively with 
handling by well-intentioned but often unquali- his subordinates, or must work through and 
fled personnel people. With the information with a staff of whose competence and true level 
now made available through the appraisal pro- of performance he knows little, it is to be as
gram described in this article, remedial steps sumed that he will be operating under a severe 
can be taken. handicap. Such a situation can hardly be pre

vented from having an adverse effect on over-
Loyalty Code all morale, productivity, and, ultimately, profits. 

Every enterprise has its quota of misplaced, Less clearly evident, however, is the fact that 
often "problem," personnel, many of whom are failures of communication, in conjunction with 
not only maladapted but maladjusted. The on- weak and incompetent first-line supervision, are 
ly reason that.their presence is not more glar- the prime cause of much chronic, intractable 
ingly evident to the chief executive is that near- labor trouble. This accounts for the phenome
ly everyone in this group, and to a lesser extent non of the employer who has excellent wor' 
throughout the rest of the company, participates ing conditions, pays premium wages, and offers 
In a massive, informal conspiracy of silence to exceptional fringe benefits, yet has continual 
conceal conditions from the supervisor respon- labor unrest. 
sible for correcting them. Under these circum- Because of vertical communications failures, 
stances, an unwritten code of -loyalty within the incredibly bad conditions are often permitted 
group prevails. The common need to preserve by the top manager to exist for long periods of 
the status quo, with the security this implies, time. Consider this glaring example: 
unites even otherwise dissident factions. Ac- A manufacturing plant employed women to as
cording to the code: semble casters. The women worked on a moving 

http:happens.is
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assemhlv line, while the components they used 
were stored in metal cGntainers which rested t-1l 

the 11oor beside them. Their complaint of several 
'ars'standing was tlat rats nested in the con-

tainers and hit their lingers when they reached in 
to ohtain the component parts. Yet top g 

'[his kind of phenomenon becomcs of even 

greater significance in the light of the contri-
Iutions of' first- and second-line supervision to 

workers' distrust of - and hostility to iad -

C0l11Iany leadership. To most hourly rated ier-

plhmycesthe foreman is manwgente't: the atti-

tude toward him reflects the attitude toward 
the company as a whole. 

In 
lust because its workings are usualh'On-

cealcd my inadequate communications, and so 

its elects 11are not recognized, many' usines-

ses are, to a greater or lesser e\tcit, %ictinls 
of' \%h-at I call NlcN Iurr,'s 1,aw of' Diminishing 
Co'ilpetelc. It postulates that in any sufer-

i isoi'v hiierar'chy uess c iltt'e he'et' greaterah -

Ns. HIt'Ih~is 1 mean that if'a superv isor is weak( 
(o erly passive, dependent, submissive, or inde-
cisive), his subordinates will tend to be even 
xwaker. In other words, such an anxious imdi-
lidual cannot tolerate as a subord inate an vone 

Ai11 is as strong or stronger than h('. Further-
more, this Iphenomenon tends to repeat itself 

at each level down the supervisory iit'rarchy. 

IIgroit I iepitde. If the organi/ation is a 

"tall' one (i.e., has many intermediate super-
Sisor\ levels), and the chiel' executive is weak 

and tincertain. his inadequacies wvill be multi-
plied and elaborated at each supervisory eche-
lotl. The oiutcone lay be, and olten is, nlbe-
lievable incompetence and ineptitude in the 
lower levels of supervision. Since weak super-

ofvision is, on the one hand, tile prime source 

pooC' emploee morale, because it is never sup-
portive and is often both erratic and punitive, 
numerous organizations harbor built-in guaran-
tees of' continuing labor unrest. Oi the other 
hald, many of these passive and weak individ-
mais are intelligent, knowledgeable, and con-

sttniate company politicians. Hence, they are 
highlh skilled at concealing or rationalizing
their shortcomings and preventing then from 

being revealed to their suervisors, 

Concretized Cliques. When the supervisory 
hierarchy has a substantial infusion of weak 

incompetents, self-perpetuating cl ques tend to 
be formed. Such persons habitually staff their 
departments in their own images. Strength of 
character and superior competence are regard
ed b' such supervisors as contraindications for 
acceptance. In conseluence, where promotions 

take place largely from within - as is the prac

tice in many companies - little control is ex

ercised mer the influence of the Law of Dimin
ishing Competence. Not only does ,nanagment 
as a whole come to be ingrown and blindly 

conl'rming, but strong, decisive managerial 

candlidltes are actively excluded from accept

ance and promotion. 
Atrophied Attitudes. The result, over the 

years, is the formation ct a rigid and sterile 
bureaucracy such a; is typical of government 

agencies. Mlanv of' the more competent, de
cisive, at( ag'ressii'c individuals, being deniedmll
m nt t
 
avancmentup the management Ladder, leave 
ol Iccotc union ofcers. Nevertheless, s0 corn

pletelv is c\en strong top management often iso
latcd lroni the reality of what is taking place 

l til ora i/ation that it is practically never 
aware of' tile steady deterioration of morale and 
efficicncv. 

Allegiance to Strength
The qualiications OF first- and second-line 

supervision ie important From another point
 
of' view in the determination of the character of 
labor relations. This is true because of' the op

eration of' a second phenomenon, which I call 
inNIL'lurrv's ILaw of Allegiance to Strength. 

eff'ct, this postulates that where two agencies 
-- l'or exaimple, the company acting through 
the f'oreman and the union acting through the 
stt'ward r business agent - ire competing for 
employce allegiance and loyalty, the one with 
the stongcst, most aggressive, and decisive rep
resentative will nearl' always will out. This is 

dut to a simple truism: the stronger and more 

aggressive of' the two will, if all other factors 
are even, be able to accomplish more for his 
followers than his less dynamic counterpart. 
Solely on the ground of' sclf'-intcrest,to 

most em
ployees Will give their allegiance the lead

er who carl-demonstrably win the most for 
them. 

Selfiiit Sulwriision. Hence, the win

ning of employee allegiance by the chief execu

tive is less a matter of' providing benefits and 
recreational and feeding facilities than it is of 
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instituting strong, competent supervision. In ployee poll or morale survey which will provide 
this connection, it must be warned that the him with a comprehensive overview of the hu
supervisor chosen must be innately strong and man realities of his organization. 
self-reliant - these qualities cannot be incul
cated by admonition or training. The super- Recognizing Dangers 
visor either has them or he does not. If he has 
them, they can be enhanced by training him in The establishment of clear channels of con
the skills of dealing with people; if the person munication throughout all levels of the organi
does not have them, h. should not be in a super- zation hinges on the chief executive's recogni
visory position. Since few executives have any tion of these primary dangers: 
valid .easures for assessing their supervisors' 

attribut.,, in practice few have any means of , The tendency on his own part to perceive only 
knowing to what extent their supervisors are "what he wants to see." 
actually qualified for the positions they hold. • The faulty medium of his supervisory hier-
Oddly enough, weakness in management shows archy for both upward and downward communi
itself very clearly to those who recognize the cation. 
overt signs (see ExhIBIT 1). * The inadequacy of most current supervisor 

and executive appraisal programs.Major Remedies 

But this dilemma of the chief executive is 0 The fallacious standards used in selecting can
didates for promotion.not insoluble. There are three essential things 

which the astute chief executive can, and must, 0 The limited facilities for employee grievance 
do if he is to establish clear, comprehensive, and drainage because of fear of supervisors and distrust 
valid channels of communication with his peo- of the personnel department. 
ple at all levels. 	 0 The possibility of chronic and legitimate cn.

(1) 	lie should recognize the primary d ployee dissatisfaction caused by company condi
tions, policies, and practices.

gers to good communication, if he is to improve 

his "intelligence" in the military sense. 0 The weaknesses of many supervisors, includ
ing sonic who are highly rated by upper manage

(2) lie should systematically and comprehen- nient, which deteriorate morale, efficiency, and 
sively inventory every member of his manage- productivity. 
ment and supervisory staff. • The risk of employee misunderstanding, dis

(3) lie should periodically conduct an em-	 belief, or refusal to accept a factual statement of 
company policies and the reasons behind them. 
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The Employee Handbook
 

DON E. JONESProfessor
College of Business Administration 

University of Deinver, Denver, Colorado 

The employee bndbook in recent years 
has become management's most widely 

used written medium for downward com-

munication. The preparation of the e-

ployee handbook has taken on new dimen, 

sions. Careful analysis of the need and 

evaluation of the objectives of the orga. 

niZation is essential in order to produce 

an eflective employee manual. Dr. Jones 

here details the properplanningand prep' 

arationof a manual. While the handbook 

E multitude of variables to be considered 

T by individual companies and organiza
tions in preparing an employee handbook 
precludes the possibility that any two will be 
identical in scope and content. The sheer size 
of many corporations, with varying regula. 
tions for different locations, further compli
cates the process of determining what should 
and must be included. Geak'ral Motors, for 

example, produces separate handbooks for 
each of its divisions, specifically tailored to 

meet local requirements. And Chrysler Corpo. 

ration issues some twenty separate booklets for 

its approximately 135,000 employees. 
There are, however, certain kinds of in. 

formation common to all forms of employ

ment. Company policies, wages, vacations, pro. 
amotions, benefits, military service, etc., form 

solidl base which the handbook beon can
is not the total answer, it plays an impor-soibaenwhc tehnd okan e 
tant part itnsdeveloping rapport between 

employer and employee w 
built. It should, of course, reflect the philoso

phy of the organization and its general poli
cies and .ethods of operation, but no attempt 

should be made to spell out in detail responses 
to every conceivable contingency. Such an 
approach will only result in a mass of informa
tion rarely used by the majority of employees 
and of little interest to them. This last point 
is important, since the handbook's purpose is 

Don E. Jones, who now heads the Division of Administrative Sciences at the University of Denver, spent sev
eral years In industry as Manager of Professional Personnel for Motorola, Inc., and Manager of Personnel and 
Management Development for Martin Marietta before assuming his presnt post. He holds Bachelors and Masters 
degrees in Psychology and a Doctorate in Educational Administration. Dr. Jones is the author of many published 
articles in the area of communications, professional development, and career preferences of business students. 

Reprinted by permission from PersonnelJournal,Volume 52 (February, 1973), 13641. 



to serve as an integral part of the company's 
communication media. T,. fulfill this purpose, 
it must be read. 

Company poliies, wagets, 
vacations promotions, benefits, 
tniitary mrvice, etc. form 
a base on hich the handbook 

be 	buit. 

Handbooks which are properly planned and 
prepared will contribute significantly to the 
orderliness ol. organizational purposes by 
clearly setting forth the dimensions of employ-
ee-inanagement responsibility. They should 
not b2 viewed solely as a means of propagan-
dizing the conp:.any's attitudes, but rather as a 
valuable tool or explaining company objec-
tives and documenting 1.he reciprocity of em-
ployer-employee relationships. 

If, then, we view the handbook as a commu-
nication tool, our first concern must be the 
purpose and use of the publication from both 
management's and the employee's point of 
view. This raises the question of who should 
have the responsibility of preparation. Any 
organization which delegates this responsibili. 
ty to persons unfamiliar with the objectives 
can only achieve unsatisfactory results. 
Therefore, the selection of a person or persons 
with an understanding of management policy 
and an awareness of employee needs is the firza 
step to be taken. Whether this happens to be 
a member of the editorial staff, if one exists, 
or someone from personnel or public relations 
isof little importance. Resource talent can be 
drawn from various areas provided the above 
criteria are met. 

WHEN IS A HANDBOOK NECESSARY? 

As a rule, any firm with more than 100 
employees will find it advantageous to issue a 
handbook, Again, this should be done only 
after a careful review of its proposed uses and 
objectives. Perhaps the best way to begin such 
an evaluation i with a checklist of items 
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designed to show which factors are most criti
cal for the particular firm. The following 
checklist is not intended to be all encompass
ing, but representative of the kinds of ques
tion that should be asked. 

EMPLOYEE HANDBOOK CHECKLIST 

1. 	What are the major reasons for having a 
handbook, what ends Nhould it serve? 
(Must be clearly qi7eled out prior to 
beginning handbook preparation.) 

2, 	 What picture of the company do we want 
to portray in terms of history, products, 
affiliations, etc? (How do we see our
selves?) 

3. 	Who will have initial and final responsi
bility for the over-all preparation and 
approve the handbook's contents? (Edito
rial department, public relations, person
nel, outside agency, or other unit.) 

4. 	 Will the handbook complement other 
communication media? (How are they 
interrelated?) 

5. 	What are the areas to be covered and how 
can they best be presented (order of 
material, etc.) 

A. 	Welcome and Introduction 
B. 	 History and Products 
C. 	Policy and Organization 
D. 	 Employment Practices 
E. 	Compensation Program' 
F. 	Employee Services 
G. 	Employee Benefits 
H. 	Working Conditions 
I. 	Union Representation 

6. 	 Will it be necessary to prepare more than 
one handbook? (For example, one for 
professional and administrative person
nel; another for clerical and factory.) 

7. 	 How do we ensure readability and em
ployee interest? (Psychological impact 
and appropriate written communications 
techniques.) 

8. 	 What legal implications and restrictions 
should we consider? (Labor contract spec
ifications and requirements.) 

9. 	 How do we avoid frequent and early 
outdating of material. (Should the hand
book be prepared to accommodate in
serts?) 
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10. 	 Are there special budget considerations 

and limitations? (How far call we go?) 

As a rurs any firm with 


more than 100 employees 

will find it advantageous 

to issue a handbook. 


Management Information Center, Inc., an-

alyzc the stated objectives of s-iic 65 corn-

panies ill terns of what they felt were the real 

ltrpowes of employee han(lbooks.' As a result 

of this analysis, it was concluded that the 

following wie'e the live prime categories which 
accoutd for over 91) pe' celt of tile compa-
flies' objectives. 

A. 	 To reach all understanding between 
employer and employee, 

B. 	 '1"o communicate as accurately as pos-
sible the company philosophy. 

C. 	To give the new employee a feeling of 

belonging. 
D. 	 To improve both employee amid commu-

nity relations. 
E. 	 To keep both management and the ema-

ployces aware of their responsibilities. 
Yoder," has poiwed out that handbooks 


provide a summary of information with re-

spect to employment policy, benefits, and serv-

ices, work rules, and background imulormation 


employer. In accomplishing this,

about the 

the handbook is tile most widely used witten 


for downward communication in the

mediutni 

organization's
 

Its importance has been stressed repeatedly 


by many authors concerned with personnel 

com-
management aid connitnictios. The 

pany miutst instil in einployees ani image of a 

viable, ongoing concerni which is sensitive to 

human beings' needs, yet conscious of its 
this, chancesobligations to sutcteed. Without 


humian relationships
of developing optiiummi 

are severely curtailed.. 


The handbook is certainly not the total 


answer, but it plays an important part in 

developing this rapport between employer 

and employee. It is one thinig to set down 

rules and regulations; it is quite another to do 

so in such a way as to secure involvement of 

all organizational personnel in supporting and 

accepting them. 
Every organization has specific objectives 

it hopes to accomplish. Someand purposes 
of 	 welltimes these are in the form 

documented, written guidelines; in other in

stances, they may be simply unwritten meth

ods of operation. The latter situation intro

duces a host of problems when actions are 

taken arbitrarily or contrary to established 

precedent. To avoid such situations the coin

pany should make clear its position on matters 

affecting employees, both from an internal 

and external standpoint. The handbook is the 

ideal nmedium for getting this message across. 

It is important to establish early the distinc
tion between policies, procedures, work rules 
and practices. Bambrick3 has pointed out that 

a failure to do so can result in confusion and 
misunderstanding ,t all levels within the orga
nizatiw. He further provides some workable 
definitions of the three P's, policies, proce
dures and practices, 

Policies are statements of the organization's 
over-all purpose and its objectives ii the vari
ous 	areas with which its operations are con

cerned-personnel, finance, production, mar
keting, and so on. In a corporation these 
broad objectives are usually laid down by the 

board of directors. In a union, university, 
hospital, or nonprofit organization, they areor 	the trustees.set up by an executive board 

the organization's objectivesPolicies defining 
are established on the initiative and with the 

of the organization'sadvice and concurrence 

chief executive. 

orao n ieduresare the methods whereby the 

ganization is to achieve its stated objectives. 

They are usually set up by high-level manag

and carried out by first-line supervisors.ers 
Practices are what is actually done in the 

organization-and what rank-and-file employ

do depends ahnost entirely on the caliberees 
of their immediate superiors. 

Add to these three the area of work rules 

which can be defined as certain minimum 

standards of conduct or performance which 

serve as control devices within the organiza. 

tion, and the distinctions become apparent. 



Some will recognize a certain amount of over
lap and difficulty in making such clearcut 
distinctions. The fact remains, however, that 
until an organization clearly comprehends 
such differences, little significant progress can 
be made toward outlining a company's posi-
tion. Also, some organizations, because of cir-
cumstances peculiar to their firm, may prefer 
to operate in a nebulous manner in one or 
more areas. 

Bambrick further elaborates on the seven 
essential criteria lie feels policy statements 
must meet. Without these, he continues, you 
can never really recognize statements of poli-
cy. The following are his criteria for a policy 
statement. 

1. 	It must be an expression of belief or 
intent-the underlying principles govern-
ing what the organization does or hopes 
to do. 

2. 	It must be stated in the broadest possible 
terms. 

3. It must be long-range. 
4. 	It must be developed through the active 

participation of top management.
patmptiohaoe tp aproal e ni-

5. 	It must have the approval of the organi-
zation's highest authority. 

6. It must be inviolate. 
7. It must be stated in writing. 
As to the last criterion, progressive firms 

have long known the logic and soundness of 
this proposition. (For further exploration of 
the validity of this concept, see "Written Poli-
cies Help Nine Ways" in Nation's Business, 
December 1959.) 

Towle, Schoen and Hilgert 4 have stressed 
the importance of policy statements both to 
the employer and employee. 

Statements of personnel policy serve 
several important purposes to a business 
organization. First, policies reflect the val
ues, beliefs, and sentiments of the organiza-
tion and of the people who direct it. As 
such, they provide members with guidelines 
which indicate how they are expected to 
behave in an organization and how others 
are expected to behave towards them. 

Secondly, policies enable managers to 
make decisions more readily than would be 
the case if each new situation had to be 
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The company must 
instil in employees an 
image of a viable, ongoing 

a
 
concern which is sensitive 
to human beings' needs. 

treated as novel. 
Third, statements of policy serve to ex. 

plain the business organization to the larger 
community. Companies usually disseminate 
policy statements to outsiders, such as pub. 
lic officials, businessinen, clergymen, teach. 
ers, and other community leaders. While 
miany people look upon such dissemination 

as corporate "window dressing," the editors 
consider these policy statements essential to 
the survival of tile o:ganization. Through 
written statements of policy, the business 
organization is able to explain and justify 
itself to the larger community of which it is 

a part and with whose-values it must be in 

compliance. Businessmen feel especially vul. 
nerable to attacks from the community;
hence, they utilize the publication of poli
cies as one means for indicating to the 
community that company values are consist
ent with those of the community. Thus, 
policy statements reflect the business organi
zation subculture which must be basically in 
tune with the broader culture of which it is 
a part. 
Companies can approach the matter of mak. 

ing a policy statement in many ways. Here is 
how one firm has treated the subject. 
Example I 

H'IIE MONSANTO COMPANY 

A Statement of PersonnelPolicy 

In the belief that a company, like an indi
vidual, must live by a set of principles, we 
hereby dedicate ourselves... 

In our Relations with Our Personnel... 
Through the conduct of our business, its 

plublic relations and its advertising, to stand 
pre-eminent in the eyes of all people of all 
nations as a desirable company for which to 
work. Also to: 
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...select employees of highest ability and 

good charactt. - vithut regard to race, creed, 

color, national origin or political prelerence. 

The determining factors in hiring employees 

are the requirements of the specific job and 

the qualifications of the individual. 
... place employees in positions w:iich will 

utilize their talents to best advantage, preserv

ing the individuality, dignity and creativity of 

each and affording them commensurate op

portunity and compensation. 
...recognize and develop 	 persolel re-

and maintainsources within the company 
which will insure the successfulprograms 

future nianageient of the company. 

S..define functions and relationships clear-

ly but not so literally as to hamper initiative, 

action and growth. 
...promote froiu within, but favor a small 

ainount of infiltration from the outside to 

avoid inbreeding 
..cary on all employee relations ingood 

faith, 
...maintain an anti-nepotism policy in ena-

ployme tpractices. 

...provide an oppotunity for individuals 

to achieve eminent stature 	ajitd high level 

monetary rewards tl;rough the technical or 

stall specialist route'as well as the adininistra-
tive route. 
...maintain the most beneficial balance be-

tween the importance and well-being of the 

individual and our responsibilities to custoi-

ers and shareowners. 
...maintain those company practices and 

policies which will effectively 	insure th ! safety 
(if out" employees and communities in';which 

we operate. 

"Policies reflect the 

values, beliefs, and senti-

ments of the organization 

and of the people who
 
direct it." 

Preceding, or sometimes supplementing pol-


icy statements, are letters of welcome from 


company officials or general introductory re-


marks to acquaint employees with the organi. 

zation. Again, these will vary in content and 

style as they generally set the stage for materi

al that follows. A good example of such an 

introductory statement is: 

Welcome 

To The GeorgiaPower Company 

This booklet has been prepared especially
 

for you. It is designed to give you a better 
work, your benefitsunderstanding of your 

and your opportunities as an employee of 

Georgia Power Company. Though intended 

primarily for new employees, it will serve as 

a reference booklet for all employees on 

Company policies, services, organization 

and other matters of interest. 

One of the purposes of this booklet is to 

familiarize you with your Company, its serv
ices and its products, in order that you can 
become the type of employee who will be 

an asset to the Company. Remember, as an 

individual, you can do much to either build 
up or tear down the Company's image by 
your day-to-day conduct. 

You can learn much about your Company 
from this introductory booklet; but, of 

course, it is not possible to include all the 

information you may desire. If there is 

anything included you do not understand, 
or if you want more information, don't 
hesitate to ask your immediate supervisor. 

He'll be glad to answer any questions. 

Following the determination of the hand

book's objectives, benefits and cottent, one 

can logically proceed to the mechanics of 

preparation, as well as certain legal aspects of 

material included. 

PRESENTATION OF MATERIAL 

criteria enter into the determina-Certain 
tion of how selected material is presented. 

Anmong items to b, covered would be the 

specific use of ilhtstrutions, methods of index

ing, table of contents, paper, printing format, 

size, and sources for additional ideas. 
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READABILITY 	 LEGAL IMPLICATIONS AND RESTRICTIONS 

Sometimes overlooked in the preparation oi Particularly in those companies where 

handbooks is an analysis of the language and union agreements are of major concern, care 
must be taken to avoid establishing precedentscon',position of materials in terms of its com-
which could later prove damaging. There areprehension by a specific audience. Ways to 

increase reader interest in materials presented, certain ways of treating such material, and 

as well as the skill necessary to write for a consideration must also be given to perhaps 

particular audience, are essential to good including this data in other publications, e.g., 

handbook preparation. Handbooks often miss wage-benefit publications. This area becomes 

the mark simply because of a low readability of increasing concern where a parent organiza. 

level. tion may have to negotiate with more than 
one union. In such circumstances, working 
conditions and practices may vary even within 
a single plant location. Handbook writers 

Is it necessary to must be fully aware of these constraints. 

produce separate handbooks The preparation of the employee handbook 

for engineers, scientists and has taken on new dimensions in recent years. 

managers, as well as for Without careful analysis of the need and 

production or office employees? 	 evaluation of the objectives, it is doubtful that 
an effective employee manual can be pro. 
duced. 

MULTIPLE HANDBOOKS 	 RF.FRENCES 

Is it necessary to produce separate hand- I See H o w 7"o Prepare an Employee Iandbook, 

books for engineers, scientists and managers, Management Information Center, Inc.. Miami, Florida, 

as well as for production or office employees? pp. 13, 14. 
2Dale Yoder, Personnel Management and IndustrialSpecial emphasis needs to be given this aspect 

Relations (Fifth Edition), Pre||tice-llall, Inc., 1965.because of the changing nature of the work p.50 

force. Can handbooks be desigi.ed to serve the 3James J. Bambrick, "Developing Workable Person

needs of the organization and its employees nel Policies," The Personnel Man and ills Job, Ameri

-,without resorting to the increased costs and can Management Association, 162. 
Hlilgert, Prnbleins & Policies indifficulties associated with preparing several 4 Towle, Schoen and 

Personnel Management. loughton Mifflin Company,
maninuals? What reactions might be expected 1965. p. 326. 
from organization personnel when more than 
one handbook is used? These are questions 
that must be answered before final prepara
tion. 

http:desigi.ed
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Application to health, social welfare, and family planning 
Health, social welfare, and family planning organizations are plagued with 

poor communication. Because many of them are not well organized, the 

channels along which communications should flow are not well specified. 

Also, there are many power struggles, interpersonal conflicts, incompatible 

cliques, and rivalries. Because the executives of many of these organizations 

are highly authoritarian, the importance of full and accurate communication 

is not appreciated. Top management especially tends to receive only biased 

information which subordinates think will please their chief; intelligence about 

errors and deficiencies is suppressed. The isolation from reality of the chief 

executive trapped by lack of communication, cited in the third reading, de

scribes accurately the plight of the top management of many if not most 

health, social welfare, and family planning programs today. Breaking out of 

this trap requires a complete re-education of the executive officers them

selves, other levels of management, and the rank and file workers. One im

portant teacher in this re-education should be the personnel officer. Both by 

policy mid by example he should promote the flow of information and take 

special action to open up channels that are clogged because of bad personnel 

Siuations. As the second reading suggests, staff officials (such as personnel of

ficers) are able to play a large role in promoting better communication within 
in this chapter givemanagement. The first and fourth readings reproduced 

some excellent suggestions for promoting upward as well as downward and 

lateral communication. 

Questions for discussion and exercises 
1. Study the organization chart of a health, social welfare, or family plan

ning organization. Then try to determine the paths by which decisions from 
the chief executive are passed throughout the organization. How closely are 

the flow lines of the organization chart obeyed? 

2. Study the upward or "feedback" flow of information within a health, 

social welfare, or family planning system. This may take the form of written 

or verbal reports by subordinates to their superiors, records that are kept and 

tabulated, etc. What happens to these reports? Are they accurate? Who reads 

them? Do they contain recommendations? What action is taken on them? 

3. Discuss the applicability of the procedures recommended in the "Re

sponding to the Employee Voice" article. Which of these do you think are 

practical and which impractical for the health, social welfare, or family plan

ning organization in your country? 

4. One of the important types of communication not discussed here is the 

diffusion of research findings that evaluate the performance of the health, 

social welfare, or family planning program. What stake does the personnel 

officer have in supporting such research and using its results in his work? 



Chapter Nine
 

SUPERVISION OF EMPLOYEES
 

Supervisors stand on the lower levels of authority in the managerial hier
archy. Their job is to oversee the work of groups of workers who actually per
form'the labor which is the objective of the whole organization. They there
fore are the "cutting edge" of management; they translate into action the or
ganizational plans and policies which, until they reach the supervision level, 
are only spoken or written words, Each supervisor is held responsible for get
ting the quantity of work. done that is expected-and at the level of ,;ality 
that is prescribed. While doing so he is expected to resolve the problems that 
arise during the course of the work and to anticipate any future problems. It 
is his job to: understand-the needs'both.of the organization and of the workers. 
On 'the one hand, he -must accept the rules, specifications, and policies which 
are passed down to him from higher levels- of authority and see that they are 
carried 'out. On the other hand, he must induce an attitude of cooperation. 
and compliance in the workers and' maintain a "climate" which will result in 
high worker morale and-in the Work getting done correctly and punctually. 

The typical supervisor spends between 30 and 50 percent of his time 
talking with his subordinates. The balance of his time is spent talking with 
other supervisors on his own level, talking with superiors, preparing reports, 
inspecting work, making plans for future work, or in other activities which he 
may be assigned. The problems that arise to slow down or impt;de the accom
plishments of his unit typically do not deal with equipment or technical 
matters, but with human beings. Here is a partial list of the human relations 
tasks supervisors usually are expected to perform: 

Train new workers and orient them to company policies and regulations 
Plan and schedule the work of individual workers and that of the group as 

a Whole. . 

221 
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the work of individuals, note any deterioration in their perfor-Observe 
mance, ascertain the reasons, and take appropriate corrective action 

Keep workers informed of new developments and of changes in company 

policy that will affect them 
Adjn'st grievances concerning the company, working assignments, or work

ing conditions 
Maintain high morale among the workers 
Resolve differences which may arise between workers, if this affects pro

ductivity 
Arrange for the correction of errors in compensation or other mistakes that 

are detrimental to the workers 
Change the work assignments of individual workers in order to meet chang

ing needs, varying work conditions, and differing abilities of workers 

Inspect for both quantity and quality the work that is produced, identify 

any sources of deficiency, and take corrective action 

Maintain discipline 
Control attendance to minimize absence and tardiness 

Counteract false rumors 
Show a sincere interest in individual employees 

Report to superiors conditions that may significantly affect the organiza

tion's performance 
errorsDevelop ideas for improving production, reducing costs, reducing 

"Feed back" to higher levels of management a continuous flow of informa

tion (both favorable and unfavorable) that will be useful in maintaining 

the organization's productivity 
Make recommendations concerning (or actually perform) hiring, promo

tion, transfer, or firing of employees 
Coordinate the work of his unit with the work of other units 

Take appropriate action in times of crisis-accidents, fire, etc. 

Maintain security of the product, equipment, and records from theft, loss, 

or breakage 
This list makes it clear that the supervisor is himself a junior personnel 

manager, and that the proper conduct of his job requires a substantial amount 

of skill in human relations. To his workers he must be a leader; to his fellow 

supervisors he must be a colleague; to his superiors he must be a follower; to 

his new employees he must be a teacher; for his own survival and advancement 

he must be a thinker-able to organize, plan, and innovate. He must have the 

technical skills to qualify him as an expert in the work he supervises; he must 

have the conceptual skills to modify his work arrangements to adjust to even 

small changes in the work situation; he must have the interpersonal skills to 

motivate his workers and maintain their respect and acceptance of him as 

their supervisor. 
Because the work of supervisors requires these interpersonal skills, it is im
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portant that they acquire considerable knowledge of personnel management. 
This is rendered doubly significant by two additional facts: 

(a) 	 Because supervisors are in direct and daily contact with workers, it is 
from supervisors that personnel managers must get most of their 
management-oriented facts. It is the supervisor to whom the personnel 
manager must turn to get his programs executed. The more the super
visors know about personnel management, the better the inforiation 
they will transmit and the more comprehendingly they will carr out 
personnel policies. 

(b) 	 Because supervisors lie at the base of the power pyramid, they are 
more numerous by far than any other group of managers. If a com
pany is to have a "theory Y" as opposed to a "theory X" approach to 
personnel management, as outlined in ',ie early chapters of this vol
ume, the supervisors will be of critical importance in its success or 
failure. Because they have direct contact with workers and because of 
their numerical superiority, they must be "sold" on a personnel policy 
before it can be executed. Supervisors are able to sabotage the best of 
plans by passive resistance, or even by incompetence if they are un
trained to cary out their critical role in activating them. 

Personnel managers and supervisors, therefore, share many common interests 
and 	problems, and must be specialists in many of the same skills. 

Because of the great overlap between the principles of personnel manage
ment and the skills which an effective supervisor should possess, the readings 
selected for this chapter focus on the more specialized functions of super
vision: 

(a) 	 Leadership 
(b) 	 Delegation of authority 
(c) 	 Correcting and disciplining workers for poor performance. 
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The Art of Leadership 

.Lester R. Bittel 

What is leadership? 

Everyone will give you a different answer to this one. My definition is this: 

Leadership is the knack of getting other people to follow you and to do 

willingly the things you want them to do. Regardless of all the fancy talk 

you'll hear about leadership, this definition pinpoints the real reason for the 

high premium on this scarce skill. 

Are leaders always popular with the. people they supervise? 

The best leaders seem to combine the knack of leading and the knack of 

winning friends. But most leaders must be satisfied with respect and follow

ers. Why? Because many of the decisions you must make as a leader will not 

always favor everybody. Sometimes they will please nobody. Chances are 

you won't win any popularity contests among employees. 

Reprinted by permission from What Every SupervisorShould Know by Lester R. 

Bittel. Copyright 1974 by McGraw-Hill, Inc. 
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Why should you want to become a leader? 

The job of a leader is an unbelievably tough one. But the rewards are high. 
You'll find them in increased prestige and status among the people with 
whom you work, among your friends, and in your community. And to many 
a leader, the heady exhilaration of making 6,ecisions that prove to be correct 
is reward enough. To others, it's mainly a sense of mission. To still others, 
it's the satisfaction that power brings. In industry, you can have all these 
in varying degrees. You may even have more money-since leadership is a 
quality that business traditionally pays a high price for. 

Are good leaders born or made? 

Marshal Foch, famous World War I leader, said of leadership, "These are 
natural gifts in a man of genius, in a born general; in the average man, such 
advantages may be secured by work and reflection." Foch's statement pretty 
much reflects the consensus: Some men are born leaders, but most leaders 
are good leaders because they have worked hard and thought hard to become 
SO. 

What are the ingredients for good leadership?. 

In a nutshell, men who prove to be successful leaders'are characterized by 
such qualities as: 

A SENSE OF MISSION A belief in your own ability to lead, a love for the 
work of leadership itself, and a devotion to the people and the organization 
you serve. 

SELF-DENIAL This essential of leadership is often played down. It means 
a willingness to forgo self-indulgences (like blowing your top). And the 
ability to bear the headaches the job entails. 

HIGH CHARACTER Few men become successful leaders who aren't hon
est with themselves and with others, who can't face hard facts and un
pleasant situations with courage, who fear criticism or their own mistakes, 
who are insincere or undependable. 

JOB COMPETENCE There's been too much talk about the insignificance 
of technical job skill to the foreman. A man who knows the job he super
vises has one of the best foundations for building good leadership. 

GOOD JUDGMENT Common sense, the ability to recognize the important 
from the unimportant, tact, the wisdom to look into the future and plan for 
it are the added ingredients that make the best leaders. 

ENERGY Leadership at any level means rising early and working late. It 
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leaves little time for relaxation or escape from problems. Good health, good 
nerves, boundless energy makes this tough job easier. 

Is there only one way to lead people? 

Here's where a lot of us have been fooled. Take this situation. Joe Smith 
supervises three material handlers. Each has become an absentee problem. 
Listen to how he deals with each person: 

To Al: "It's time you get on the ball. I want to see you in here five days 
a week every week from now on. Otherwise, I'll put you up for discharge." 

To Sid: "Your absences are getting to be a headache for me and the rest 
of us here. You'll have to see that your attendance improves. Let's you and 
I work out a way to lick this problem." 

To Terry: "Take a look at your absence record. Not so hot, is it? I'll leave 
it up to you to figure out some way to straighten it out." 

Which method do you suppose works best? Answer: All get good results. 
Al, Sid, and Terry are no longer attendance problems. The reason? There 
are three basic kinds of leadership-because there are three basic kinds of 
people. To be a successful leader, you need to be able to master all three 
techniques. 

What are the three kinds of leadership called? 

AUTOCRATIC LEADERSHIP (the type used with Al in the last question) 

Many people feel this technique is old-fashioned, but it works with many 

people. The leader makes the decisions, demands obedience from the 

people he supervises. Trouble is that he better be right. 
DEMOCRATIC LEADERSHIP (the type used with Sid) Most popular 

today. The leader discusses and consults. Draws ideas from the people he 

supervises, lets them help set policy. Makes for participation, strong team
work. 

FREE-REIN LEADERSHIP (the type used with Terry) Most difficult 

to use. Leader acts as an information center and exercises minimum of con

trol. He depends upon employees' sense of responsibility and good judgment 
to get things done. 

Which kind of leadership is best? 

Most psychologists and sociologists will tell you that democratic leadership 
is the best method to use. Fact is that while the democratic way may involve 
the least risk, you'll hamper your leadership role if you stick only to that 
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one. You can play a round of golf with a driver. But you'll get a much better 
score if you use a niblick in a sand trap and a putter on the greens. 

Suppose you have a problem of cutting down on scrap in your department. 
You may find it better to consult in a group meeting with all your workers 
to let them decide how they'll approach the problem (democratic leader
ship); then let the inspector know of what you plan, leaving it up to him to 
adjust his inspection techniques accordingly (free-rein); and merely tell the 
scrap collector how you want him to sort out the waste (autocratic). You 
see, you'd be using all three kinds of leadership to deal with the same 
problem. 

Should a leader ever pull his rank? 

Authority is earned,not inherited as a rest It of a man's being made a super
visor. In the long run, employees will learn to respect and accept your 
authority without your having to pull rank on them. To a new supervisor, 
the wish to pull rank may be a temptation. Resist if you can. 

Of course, a particularly sticky situation may arise where an employee 
refuses to do what you tell him to. In such a case, don't make the mistake of 
voicing the opinion, "I'm boss around here and what I say goes." Instead, 
make your demands quietly and firmly. Otherwise, you may make a spec
tacle of yourself that will take a long time to live down. 

How much does personality have to do with leadership? 

A good personality helps. Employees react more easily to a supervisor who 
has a ready smile and who is warna and outgoing. But personality must be 
more than skin-deep to stand up over the loag haul. Much more important 
is your real desire to understand and sympathize with the people who work 
for you. Fair play, interest in others, good decisions, and character will help 
make you a stronger leader than if you rely solely on personality. 

Likewise, one kind of leadership may fit your personality better than 
the other two. And you may rely more upon this kind of leadership than 
on the others. But work hard to keep from putting all your eggs in the same 
basket. 

What does an employee's personality have to do with the kind of 

leadership you exercise? 

Noted author Auren Uris advises that you'll find these connections between 
leadership methods and types of personality: 

The aggressive, hostile type of person does better under an autocratic 
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leader. His latent hostility must be firmly channeled to confine his work 

to constructive ends. 
The aggressive, cooperative type will work better under democratic or 

free-rein leadership. His self-assertiveness takes constructive paths, so 

that he will head in the right direction when he's on his own. 
The invecure type, the man who tends to be dependent on his superior, 

does better under the firmer hand of the autocraticleader. 
The individualist, the solo player, is usually most productive under the 

free-reintype of leadership-if he knows his job. 

What kind of leadership works best in an emergency? 

Autocratic leadership is fast. When an emergency arises-say, a live-steam 

hose breaks loose, is whipping about endangering lives-you wouldn't want 

to pussyfoot around consulting employees as to what to do. You'd probably 

shout, "Hey, Smitty, cut the steam valve! Carl, watch the safety!" 

Followership? Is that the reverse of leadership? 

Not exactly. A good leader must also be a good follower. You may lead 

your work group, but you follow the leadership of your superior. He, too, 
may lead seven or eight foremen. But he follows the man who supervises 

him. And so on. So don't overlook the need to learn how to follow as well 

as to lead. 

Can you tell what kind of a follower you are? 

If you can decide what kind of leadership you find most easy to assume, it's 

a good guess that's the kind of follower you are. In other words, if you 

exercise authority autocratically, you probably react best to a boss who is 

decisive. On the other hand, if you tend to give your employees a free rein, 

you probably put out best for a boss who does likewise. 
The root of many of the difficulties between a supervisor who is a success

ful leader and his boss is that frequently the supervisor expects identical 

treatment himself. When he doesn't get it, he says, "I can't get along with my 
is, "I haven't learned to be as successful aboss." What he really means 

follower as I am a leader." 

How many mistakes can you make without being a failure? 

The U.S. Weather Bureau, though often derided, is still in business, and it 

rates itself a success when it's right 85 percent of the time. If you've got 
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anything on the ball at all, chances are that most of your decisions will be 

good ones. So don't weaken your leadership by being afraid to commit 

yourself or by dodging an issue. Learn to reexamine the situation you 

bungle so that you don't make the same mistake again. Every company needs 

leaders who have ideas and believe in them, even if some ai . wrong. It can 

have little use for men who have no ideas or are too timid to act on them for 

fear of making mistakes. 

Is modesty characteristic of leaders? 

General Patton was one of America's most successful and dynamic leaders 
-and George Patton was not a modest man. Neither was his counterpart in 
the British Army, Field Marshal Montgomery. Both men were vain to a 
point. But this vanity was based ,-n ability and confidence. Both used this 
outward show to inspire their followers. Yes, many leaders are far from 
modest. But most leaders tend to be modest-to be quick to let their asso
ciates and employers take credit for what the group has accomplished. 
Modesty becomes a man. And everyone admires him for it. Just look at the 
effectiveness and pesomal popularity of Prcsident Eisenhower-a truly 
humble man. He has received plenty of acclaim without blowing his own 
horn. 

How does a leader win loyalty from his followers? 

You win loyalty by being loyal to your employees-by suppoe'ing their best 
interests and defending ,:heir actions to others who would discredit them. 
"We may not have made a good showing this month," a supervisor who is 
loyal to his group will say, "but no one can say the boys weren't in there 
trying." 

Loyalty is also inspired when you show employees your own loyalty to 
your superiors. For instance, if you have to pass along an order from your 
superior, you will breed only contempt among your subordinates if you say, 
"Here's the new operating instruction from the central offiCe, Tom. I don't 
think any more of it than you do. But it was sent down from the top, so 
we'll have to try to make sense out of it, even if they don't know what 
they're doing." 

Is good leadership simply good human relations? 

You could say that. Because to be a good leader you must be a student of 
human nature. Not because you love everybody. Probably you don't. But 
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you must develop shrewd judgment in estimating people's intentions, knowl
edge, and interests. Even the roughest, toughest industrialists have been keen 
estimators of hu,;ar r. pabilities and have been expert in getting the most 
from people who work for them. 

How muA:- knowledge do you need in order to handle peopla well? 

There is much that can be done by each serious supervisor who wishes to 
improve his relationships with people. While the availability of scientific 
facts may be slight, the fault lies more with the individual than with the 
research effort. Anyone who takes the time, or makes the effort, can learn 
a lot about human behavior-his own as well as that of others. It will give 
him a feeling of humility, of course. But this humility need not destroy his 
confidence. 

Leadership depends upon many things. Demonstrated technical ability 
to plan and coordinate plans wins many followers. Drive, courage, and 
persistence build a good foundation for leadership, too. People will respond 
to the supervisor who expresses confidence in them. People will lean toward 
the supervisor whose behavior is consistent. The supervisor who searches 
hard for the people-oriented facts when making decisions, who as a result 
creates the impression of trying to b-. fair, gets approval, if net accolades, 
from his subordinates. These are actions any supervisor can take without 
being a psychologist, sociologist, anthropologist, or parlor psychiatrist. How
ever, these qualities should be considered only foundations for human rela
tions skills and should not be confused with the skills themselves which 
involve many subtle techniques. 

Employees expect so much from a supervisor. Must he be a superman.? 

The job of supervising is difficult, but don't expeczt too much from yourself 
-all at once, anyway. It's more important to know your own capabilities
and your limitations. Then work hard to round out your own personal 
inventory of skills. Try to avoid situations which call for skills you lack. But 
don't damage your leadership by trying to bluff. 

You inspire confidence in your integrity when you say candidly, "Frankly, 
I don't know the answer to this problem. What are your views on it? Perhaps 
we better get hold of someone who really knows the subject." Of course, if 
you plead ignorance too often, either you must improve or you must ask 
for another assignment. 

Today it's a sign of strength rather than weakness not to know all the 
answers. It's smart to solicit guidance from your associates and superiors. 
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Seeking advice from others is good human relations, too. It allows for par
ticipation, and it's flattering to those whose opinions are asked. 

What is it that keeps employees from confiding in you? 

One of the maddening aspects of supervision is that employees will fre
quently air their burdens to others in the work group (who often give them 
a wrong steer) when you might be able-and willing-to offer some real 
help. At the time of the famous Hawthorne experiments (see page 278), the 
researchers detected several recurring reasons for this. William J. Dickson 
and F. J. Roethlisberger * cited these nine reactions in particular: 

1 	 If I ask him for help, will he think I am incompetent and not capable of 
holding down my job? 

2 	 If I protest the action taken (such as transfer, downgrading, or failure to 
get an increase in pay) will it jeopardize my standing and chances of (a) 
remaining on the payroll or (b) prospects for the future? 

3 	 If I talk to him, will he be annoyed by my taking up his time? 
4 	 Can I talk to him without his putting the wrong interpretation on what I 

say? Will he think I'm being critical of him or the Company when all I'm 
trying to do is to give him the picture as 1 see it? Will he conclude from 
what I say that I'm a troublemaker and not a desirable employee? 

5 How can I talk to him about my situation when he is partly responsible 
for bringing it about? He must have known how I'd feel when he took the 
action he did. If I ran into an argument I'd be beaten before I began. 

6 How can I talk to him about my personal affairs? 
a. 	He is a busy man and has no time for such matters. 
b. 	 Personal matters shouldn't be discussed on Company time anyway. 
c. 	If he knew the trouble I'm in, he would change his opinion of me. 
d. 	I don't want my personal life gossiped about up'and down the line and 

become a part of the unwritten record. 
7 He would probably think I'm looking for advice, anid if I didn't follow 

through on it, he would conclude I didn't think much of it or of him. 
8 He would probably feel compelled to take some action when all I want is 

for him to know the circumstances. 
9 	 The fellows may think I'm toadying to the boss or maybe squealing on 

them. 

What can you do to inspire more confidence in your subordinates? 

Dickson and Roethlisberger suggest that if you wish to earn confidence in 
your leadership, you must be able to reply in the affirmative to a number of 

• Counseling in an Organization:A Sequel to the Hawthorne Researches, Graduate 
School of Business Administration, Division of Research, Harvard University, Bos
ton, 1966. 
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questions that are in the forefront of an employee's mind. Here are a half
 
dozn toughies:
 

1 Can I influence my boss and some of his decisions?
 
2 Can he be trusted to represent my interests-with other employees,
 
with other departments, and with his boss?
 
3 Is he willing to listen to what I have to say?
 
4 Has he any interest here except in production?
 
5 Will he go along with some of my foibles occasionally?
 
6 Does he recognize that he has to depend upon me just as I have to
 
depend upon him?
 

Is there one single thing that's more important for a leader to do 

than anything else? 

Yes. Lost in the shuffle of platitudes of what a leader should be is the reason 
for leadership in the first place-the need for opinions, decisions, and action. 
Employees won't respond to you as a person unless you can demonstrate to 
them your courage in stating your views on a problem, your decisiveness in 
determining what should be done, and finally your ability to get things 
moving. 

Malcolm McNair, a noted authority on the psychology of human beings, 
puts it this way. 

To look is one thing, 
To see what you look at is another,
 
To understand what you see is a third,
 
To learn from what you understand is still something else,
 
But to act on what you learn is all that really matters!
 

Huw much of a supervisor's job requires leadership? 

Today's supervisor is a manager. A manager must first of all be a leader. But 
he does many other things too. The Methods Engineering Council Division 
of H. B. Maynard Company, Inc., Pittsburgh, breaks down the manager's 
job into eleven elements: 

Gather information needed to solve problems. 
• Put together the information so that the problem makes sense. 
• Plan for the goals to be reached by your group. 
* Decide on the course of action to take. 
* Orgarize your work group so that the right person is on the right job. 
* Communicate your intentions, issue instructions, keep the group informed. 
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• 	 Lead and motivate employees to desire to reach the group's goals. 
0 Direct, guide, and counsel employees through giving suggestions, addi

tional instructions, and information. 
* Measure, evaluate, and control by comparing results with what was 

planned. 
* 	Develop people by proper training and encouragement. 
* 	Look ahead for new areas of improvement, new ways of stimulating your 

work force. 

You can see that some of the eleven elements require more personal 
leadership than others. That's why many companies provide staff specialists 
to help a supervisor on the more technical phases of his leadership-like 
gathering information (record keeping), putting together information (re
porting and analyzing data), planning (setting up schedules), and meas
uring, evaluating, and controlling (auditing performance). But the very 
beat leaders develop their supervisory skills to handle all phases of manage
ment. 

Wily is it that some leaders are more poised than others? 

Probably because they regard themselves as professional managers and 
leaders. Even when things seem to be going to hell in a handbasket, watch 
how the season6d leader appears cool and collected. For an immature 
ranager, every day can become a series of crash programs. So begin being 
a professional by keeping calm at crisis time. Don't waste time blowing your 
valves. Accept the fact that crises are always bursting in on business. Use 
your time for study and analysis. 

Try to act like the seasoned leader (even if you don't actually feel that 
way at first). He smiles when things get tough, thinks when problems get 
mountainous, accepts an occasional defeat as part of the game he's paid for 
playing. He doesn't get his exercise by jumping to conclusions. 

Ask him how he's been able to survive twenty-five years of heavy produc
tion schedules, nagging labor problems, and supervision that begets ulcers. 
He'" answer, "7f you can't stand the heat, get out of the kitchen." 

Any other tips for leaders? 

Advice for leaders is pretty free. There's lots of it lying about. And most of 
it makes sense for the man who can put it into practice. For instance: 

BE PREDICTABLE People want to know where they stand with the boss 
-tomorrow as well as today. You might borrow a page from the books on 
child psychology. The experts have studied the maladjustments and the 
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frustrations of kids. They suggest one good rule for handling them: Be con
sistent. Praise a child for an act today and bawl him out for the same act 
tomorrow-bingo, tears. If he tries to help with the dishes, breaks one, and 
gets a scolding-watch out for tantrums. If you embarrass him in front of 
others, look out-he may paint the cat green just to make it look ridiculous, 
too. It's the same thing for adults. 

PUT YOURSELF IN THE EMPLOYEE'S PLACE Maybe you recall the last 
time you were at a ball game. Did you find yourself leaning with every 

pitch-trying to put body English on foul balls? Do the same thing with 
people. This mental shift can become a regular and desirable habit. It will 
help you understand, predict, and direct the responses of people. 

SHOW YOUR ENTHUSIASM If you sincerely like an idea, the way an em

ployee did a job, your next assignment, show this feeling to others in words 
and manners. Don't be a cold fish. The personal atmosphere you create 

determines whether people will have the welcome mat out for you or give 
you the busy signal. 

BE INTERESTED IN EMPLOYEES' WELFARE "Men want a foreman, super
visor, or manager whom they can trust in time of need, to whom they can 

go when they need advice about personal affairs," said Brehon Somervell, 
late president of the Koppers Company, Inc. "It is a good outfit, indeed, 
when the men say 'My boss told me what to do about it,' or 'You had better 
ask the boss, he will know.'" 

TREAT EMPLOYEES EQUALLY Men and women insist on a leader having 

a sense of fair play. They want to feel they are being given assignments 
entirely upon their merits and that the boss won't play favorites. Not only is 

favoritism a sign of weak character, but it can also wreck an organization. 

What isthere to the group psychology approach to leadership? 

As mentioned earlier, there is a large body of authorities on the subject of 
leadership who feel that success can be attained only through group-centered 
leadership. These authorities base their opinion upon psychological and 
sociological research studies which seem to show that employees as a whole 
-and especially taken as a work group--respond most favorably to demo
cratic or free-rein leadership methods. In other words, a group-centered 
leader never bosses, makes few decisions himself, continually invites the 
work group to determine what should be done and how it should be done. 
(This approach is also called group dynamics. See Chapter 3.) 

Much of this new psychology for leadership makes sense. But it should 
be approached with caution and used primarily in situations which favor it. 
It is best used when major changes are planned, when safety campaigns and 
cost-cutting or scrap-reduction goals are being set. Certainly you should 
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approach this technique gradually until you can note how different employees 
react to it and adjust your methods accordingly. 

The Case of the New Supervisor. A case study in human relations involving 
leadership, with questions for you to answer. 

Adam Force had just been appointed supervisor ina plant manufacturing 
knitted rayon underwear. Before his elevation to the management ranks, he 
had been a loom fixer for five years. His work on that job had consistently 
been of superior caliber. 

Except for a little good-natured kidding, Adam's coworkers had wished 
him well on his new job. And for the first week or two most of them had 
been cooperative-even helpful-while Adam was adjusting to his super
visory role. 

Late Friday afternoon of Adam's second week as a supervisor, a disturb
ing incident took place. Having just made the rounds of his department, 
Adam stopped in the men's washroom. There he saw two of his old 
buddies-Mick and Bob-washing up.

"Say fellows. You shouldn't, be cleaning up this soon. It's at least another 
15 minutes until quitting time," said Adam. "Get back on the floor and I'll 
forget I saw you in hiere." 

"Come off it, Adam," said Mick. "You used to slip up here early your
self on Fridays. Just because you've got a little rank now, don't think you 
can get tough with us." To this Adam replied, "Things are different now. 
Both of you get back on the job or I'll make trouble." Mick and Bob said 
nothing more, and they both returned to the shop. 

From that time on Adam began to have trouble as a supervisor. Mick 
and Bob gave him the silent treatment. The loom operators seemed to 
forget how to do the simplcut things. Every few minutes there was a ma
chine shutdown. By the end of the month, Adam's department was showing 
the poorest record for production. 

How do you think Adam should have handled the washroom incident? 
Why? 
2 What do you suggest Adam could do about the silent treatment he got
 
from Mick and Bob?
 
3 If you were Adam, what would you do to get your department's produc
tion up?
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Delegating, Vhssigning,
 

and ControllingWork
 

Maxine Bishop 

MOST IMPOR-DELEGATION IS ONE OF THE 

tant and, at the same time, one of the least understood 

parts of a supervisor's job. Supervisors are 	continually 
more, butbeing exhorted to delegate or to delegate 

rarely are they told what delegation is or how to do it. 
am-This is because delegation is extremely complex and 

Rather, it isbiguous. It is not a discrete skill in itself. 

inextricably entwined with the conceptual skills of orga

nizing, planning, and scheduling that have just been dis

cussed. It is also mingled with interpersonal skills, and 

it is inseparable from the personalities of the supervisor 

and his subordinates. In the following example, three 

Reprinted by permission from Dynamic Supervision by Maxine 

B'shop. Copyright 1969 by the American Management Association, 

Inc. 
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different patterns of supervisory behavior in a particular 
situation are examined and evaluated in terms of dele
gation. 

A supervisor was faced with a heavy workload and 
a deadline to meet. He had a total staff of ten technical 
employees, including two subordinate supervisors. While 
the two subordinate supervisors were responsible for dif
ferent though similar aspects of the program of this unit, 
the heavy workload and the deadline concerned chiefly 
the work under subsupervisor A. The organization of 
the unit was as follows: 

Supervisor 

Supervisor A 

I 
Supervisor B 

Four employees with technical 
background and experience ranging 
from two to five years 

The supervisor had just hired two additional em
ployees, both right out of college, and wanted to make 
the fullest possible use of them because of the deadline. 

In the first behavior pattern, the supervisor met with 
the two new employees for about 15 minutes on their 
first day of work. He gave them a general explanation 
of the total program of the unit and placed particular 
stress on the deadline that had to be met. He ave each 
one an assignment to conduct research (using published 
sources) into one aspect of a total problem, to collect 
pertinent statistical data, and to write a report that in
terpreted the data and drew conclusions. 

He told the employees that he was delegating thc 
full responsibility for their assigned project to them. He 
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said they were on their own because the rest of the staff 

was too busy to help them, but he thought they could 
He gave them several referencelearn more this way. 

books and asked for a final draft of their reports one 

week before the deadline so he would have time to re

view them. Just before the interview ended, the super

visor called in one of the more senior employees, intro

duced him to the two new employees, told him briefly 
and asked him to answerwhat their assignments were, 

new employeesany questions they might have. The two 

found out later that this senior employee was extremely 
abusy on his own assignment, which also had deadline, 

and that he was not very familiar with the particular 

assignment given them. 
In the second behavior pattern, the supervisor (be

heavy workload and the close deadline)cause of the 
believed it was essential to maintain tight control o rer 

the various segments of the project. Accordingly, he had 

a meeting with the two new employees and explained to 

them the overall program and the deadline. He gave each 

one reference books to read and asked them to let him 

know if they found anything in the books they thought 

could be included in the final report. If so, he would tell 

them what to do next. Both employees read their books 

but were unable to evaluate them in terms of the assigned 

project. They made repeated efforts to see the super

visor, but each time the supervisor's secretary said he 

was busy and would call the employees as soon as he was 

free. He never called. 
In the third pattern, the day the two new employees 

started to work the supervisor introduced them to sub
whom thty would be responsible. Hesupervisor A, to 


told subsupervisor A to find something for them to do.
 

He then left and went back to his own work and heard
 

no more about the new employees.
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The supervisor did a very poor job of delegating in 
all three situations. In the first behavior pattern, he un
doubtedly thought he was delegating completely but he 
was not. He bypassed his subsupervisor A entirely. He 
had delegated no responsibility to subsupervisor A, who 
seemed to function as just another worker. We might 
speculate on the reasons why he was ever designated a 
subsupervisor. 

Neither did the supervisor really delegate to the two 
new employees. He simply turned over an important part 
of his work to them, inexperienced and untested as they 
were. He gave them no instructions or direction, and he 
made no provision for their day-to-day supervision. He 
failed to follow up to make sure they understood what 
they were doing or that the project was going forward. 
He assigned them to a senior employee without bothering 
to find out how familiar the senior employee was with 
the particular project and without giving him any clear 
direction as to how he should help the new men. 

This behavior was more abdication than delegation. 
The potentially disastrous results are obvious; a week 
before the deadline for completion of the project, the two 
new employees could hand in final drafts which might be 
wrong or totally inadequate. 

In the second behavior pattern, the supervisor went 
to the opposite extreme. He would not turn over any
thing, either to his subsupervisor or to these two em
ployees. The new employees could be of little value to 
the project. After giving them partial assignments, the 
supervisor failed to follow through and was unavailable 
to see them when they needed him. He was a bottleneck 
because of his insistence on doing everything himself. 

The third behavior pattern was also abdication rather 
than delegation. This time the supervisor did not bypass 
his subordinate supervisor, but neither did he delegate 
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the hiringto him. Apparently he had never discussed 

of these employees with the subsupervisor, nor had they 

jointly made any plans for the effective use of the new 

staff. The supervisor simply walked away from the prob

lem. He did not follow up to see what subsupervisor A 

was doing in the way of training or using the new people. 

The supervisor's method of delegating in each of 

part and parcel of his total behaviorthese patterns was 
to orgaas a supervisor. One wonders about his ability 

nize the work effectively. With a total of ten subordinates, 

all having technical training, he hardly needed two sub

supervisors. In the first two behavior patterns, he seemed 

to have no understanding of what the role of these sub

supervisors should be or how he should use them. Sub
assupervisor A functioned just another worker, and it 

to know why he was made a superwoulld be interesting 
visor in the first place. 

Perhaps the supervisor inherited this organizational 

structure. It is more likely, however, that he created the 

two subsupervisory positions in order to pay the two men 

higher salaries or to reward faithful service or friendship. 

Whatever the reason, the organizational structure was 

making little contribution to the efficiency of this unit. 

Even in the third behavior pattern, the subsupervisor did 

not function in a truly supervisory capacity. He was 

given responsibility for finding some work for the new 

employees, but he apparently had no part in their selec

in the decision to recruit two additional stafftion or even 

members.
 

The supervisor's planning and scheduling were de

ficient. In none of the three situations had he made any 

plans for integrating the new employees into the unit. 

In the first situation, he demonstrated a lack of judgment 
about his subordinates when he assigned the new em
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ployees to a senior worker who had no time to give them 
and who was unfamiliar with their project. The inter
action between the supervisor and his subsupervisor 
seemed nonexistent so far as the work was concerned, 
although they might have been friendly on a personal 
or social basis. 

Process of Delegation 

William H. Newman defines the process of delegation 
as consisting of these distinct aspects: 

1. 	The assignment of duties by an executive to his 
immediate subordinates. 

2. 	The granting of permission (authority) to make 
commitments, use resources, and take other ac
tions necessary to perform the duties. 

3. 	 The creation of an obligation (responsibility) on 
the part of each subordinate to the executive for 
the satisfactory performance of the duties.' 

The assignment of duties to an immediate subordinate 
includes responsibility for giving clear directions to the 
subordinate and making sure he understands what the as
signment is and how he should carry it out. How specific 
the directions should be is a very important point which 
will be discussed later on in this chapter. The amount of 
permission (authority) granted to the subordinates must 
be commensurate with their experience and ability to use 
the authority wisely. In the first behavior pattern just 

1William H. Newman, Administrae.ive Action: The Techniques of Or
ganization and Management, Prentice-Hall, Inc., Englewood Cliffs, N.J., 
1951, p. 166. Reprinted by permission of Prentice-Hall, Inc. 
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discussed, the supervisor gave entirely too much leeway 
to new, untried employees. Simply turning an employee 
loose is not delegation. The creation of an obligation 

(responsibility) on the part of each subordinate for the 

satisfactory performance of his duties requires a mech
anism of follow-up and control, so that the supervisor 
can keep track of progress and be alert to problems. 

Another important fact about delegation should be. 

well understood. Responsibility cannot be delegated to 

others in the sense that such delegation relieves the 

supervisor of obligation. As was pointed out in the first 
chapter, accountabilityis a primary feature of supervision. 
A supervisor is responsible (accountable) for the work of 
his unit, and he cannot evade that responsibility by any 
amount of delegation. 

The Role of Personalityin Delegation 

Perhaps the single most important characteristic of 
delegation-and the reason that good delegation is so 
hard to achieve-is its complexity. It is not -a scientific 
process that can be learned. It is an integral part of the 

supervisor's personality makeup. And, to complicate 
the matter even further, it is also influenced by the 
subordinate. 

In the case previously described, the supervisor's 
personality came through vividly in the first two behavior 
patterns. He seemed to derive a considerable amount of 
satisfaction from being on top of everything. In the first 
pattern, he seemed to be overactive; trying to handle 
every situation himself; becoming involved in every de
tail; and then bungling by his failure to organize the 
work, to plan ahead, to give adequate direction, or to 
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follow through. The second behavior pattern shows much 
the same involvement in details, but it reveals a more 
cautious, restrained personality'. The supervisor was 
afraid to let go of any part of the work, and consequently 
he became P bottleneck because he did not have enough 
time to do everything. 

Both patterns show a man who would probably never 
be able to delegate wisely. Neither would *he be able to 
plan, organize, or schedule work in an orderly, impersonal 
fashion. The personality of the subordinate supervisor 
was a further deterrent to effective delegation. Subsuper
visor A was certainly an unassertive person; one who did 
not seek any delegation of authority from the supervisor. 
He took no initiative for the direction of his own sub
ordinates. Instead, he was willing to wait for his super
visor to act. He probably did not want supervisory 
responsibility but preferred being a worker. Likewise, 
the senior employee whom the new men were assigned to 
in the first behavior pattern assumed no responsibility 
other than for his own work. The personalities of these 
two men would mesh perfectly with the need of their 
supervisor to be the dominant figure, handling every 
situation and making every decision. 

Important as it is, the person"lity of the subordinate 
plays a secondary role in the delegation process, simply 
because the supervisor has superior power and influence. 
A supervisor normally can have the kinds of subordinates 
he wants. In the case just described, we can be sure that 
this supervisor would not have tolerated a subordinate 
supervisor who was very forceful or assertive. 

The third behavior pattern revealed a supervisor and 
subsupervisor relationship that, deficient as it was, offered 
a great deal more hope for effective delegation. At least 
the supervisor's personality did not prevent him from 
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delegating responsibility to his subsupervisor. He did dele

gate to him, but the process was incomplete because there 

was no prior consultation about hiring the new employees 

and no effective follow-up. 
anSince personality does play such essential role in 

the delegation process, perhaps the first thing any super
assess his own personality andvisor should do is try to 

thp kind of subordinate response that is most satisfying. 
uses his own time versusHe should evaluate how he 

the way he uses the time of hs subordinates, how he per

ceives his subordinates, how he perceives his own superior, 

and how he perceives himself. To put it another way, the 

ability of a supervisor to delegate effectively depends on 

the way he relates to his job, his subordinates, his su

perior, and himself. 
noSome supervisors are incapable of delegating, 

-matter how much they may know about the process itself 

or how much they realize they should delegate. Consider 

two different supervisory personalities. Supervisor Green 
a way that he performsorganizes his own time in such 

as much as possible of the work himself and then turns 

over to subordinar:es what he cannot do. He believes the 

work will not be done properly unless he does it himself. 

Subordinates can be assigned pieces of the work, but it 

is essential that he review all of it himself for accuracy 

and that he fit together all of the different pieces. 

Mr. Green has doubts about the abilities of his sub

ordinates to follow through on a complete project. He 

wants to be sure his subordinates do not get him into 

trouble, so he himself handles all contacts with the public, 

with other organizational units, or with his superior. In 

general, he rates his employees as average. He has the 

feeling that his own superior does not have a great deal 
his unit. He believes that hisof confidence in him or i. 
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superior is watching the unit to make sure everything goes 
well. He thinks his superior expects him to be on top of 
everything that goes on. He thinks it is essential to have 
his hand in all details of the work, so that he will have 
the answers at his fingertips if his superior asks him any
thing. He sees himself as a careful, meticulous person 
who knows the work, who can be depended on, and who 
rarely makes mistakes. 

In contrast, supervisor White believes one of his 
primary functions as a supervisor is to develop as fully 
as possible the skills, abilities, and self-confidence of his 
subordinates. He organizes his job so that the subordi
naxtes perform as much of the unit's work as they possibly 
can, thus leaving him time to think about ways to make 
the unit more effective. He spends a good share of his 
time planning future projects, working with his staff to 
answer questions they may have, and obtaining their ideas 
about the work. He expects his subordinates to assume 
more and more responsibility for the work as they gain 
experience. He believes his employees have above-average 
abilities and that their performance is steadily improving. 
Mr. White has not given too much thought to what his 
own superior thinks of him, but he is confident of the 
effectiveness of his unit, and he believes his superior is 
interested in overall results. If his boss asks him a ques
tion about details of the work that he does not know, 
he calls in the subordinate concerned and asks him to 
explain it to the superior. He views himself as a good 
leader and a person with ideas and initiative. 

We can readily guess which of these two men would 
be more likely to delegate effectively. Supervisor Green 
would be very upset if he had to turn loose from the work 
and rely on subordinates to perform it. He does not trust 
them, and he lacks confidence in himself. He believes that 
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he has continually to prove to his own superior that he 
is doing a good job. He would be a kind of person likely 
to accumulate unnecessary files and records in order to 
protect himself against any criticism that he failed to 
carry out instructions or that he made mistakes. 

Mr. White, on the other hand, has a great deal of 
confidence in himself and his subordinates. He could very 
easily delegate responsibility to them. He might, in fact, 
be inclined to delegate too much before the employees 
were ready for it. Or he might have so much faith in 
his subordinates that he would neglect to establish ade
quate follow-up or controls over the work. 

In these two instances we can see the effect on dele
gation, not only of the personalities of the supervisor and 
his subordinates, but also of the supervisor's relationship 
to his own superior. The great difference in the way these 
two individuals perceive their subordinates and their su
periors may be partially a reflection of their own charac
ters; but it may also reflect reality. Perhaps Mr. White's 
subordinates are much more competent and self-reliant 
thar. those of Mr. Green. Perhaps Mr. White deliber
ately selected employees for their initiative and abilities, 
whereas Mr. Green was more interested in hiring indi
viduals who would be tractable and who would carry out 
his instructions faithfully and accurately. Or the differ
ence could be accidental. Mr. Green might have taken 
over a unit that was already staffed with rt-elow-average 
employees. It is generally fair to say, however, that sub
ordinates reflect the skill and abilities of their supervisors. 
A good supervisor knows how to select good employees, 
how to train and develop them, and how to demand su
perior performance from them. 

These two supervisors have much less control over 
the behavior of their own superiors. Perhaps Mr. Green 
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has a superior who cannot delegate, who frets about 
details, and who frequently intervenes in the work. Per
haps he does continually want information about all 
phases of Mr. Green's operations. If this is the case, 
a person of Mr. Green's temperament would probably 
be the only kind of subordinate that his superior would 
want. What all of this means is that one cannot delegate 
effectively unless he has confidence in himself and his 
subordinates and unless he enjoys a constructive, mature 
relationship with his own superior. 

Vital Techniques of Delegation 

William H. Newman was quoted earlier as defining 
delegation in terms of three aspects: (1) the assignment 
of duties; (2) the granting of permission or authority 
to take action necessary to perform the duties; and (3) 
the creation of an obligation or responsibility on the part 
of the subordinate for the satisfactory performance of 
the duties. We come now to the question of how the su
pervisor does these things. He does them by three vital 
techniques: direction, coordination, and control. We shall 
consider each technique separately. 

Direction. Direction is, of course, the issuance of in
structions to subordinates. It is the mechanism by which 
plans, objectives, and ideas are carried out. To a large 
extent, their effectiveness depends on the quality of the 
direction given. 

Newman lists the following minimum characteristics 
of good instruction: 

Compliance should be reasonable. In thinking about 
whether an instruction is reasonable, an executive should 
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consider whether the man who will receive it has the nec

essary experience and ability to perform it satisfactorily. 

Also he should consider whether materials, equipment, 

external conditions, company rules, and other aspects of 

a total operating situation will perm;t the man to comply 

if he uses a reasonable amount of effort and ability. 

The instruction should be complete. A complete order 

should leave no questions in the mind of the man receiving 

it as to what is to be done; the quality and quantity of 

performance that will be considered satisfactory should be 

understood. If it is not desired to give the man a free rein 

as to how the assignment is to be carried out, then the 

method also should be specified. And the time factor should 

be indicated. The quality and quantity standards combined 

with the time allowed for performance will, of course, have 

a marked effect upon whether compliance is reasonable. 

The instruction is clear. The important thing is that it 

should be clear to the person receiving the order. Too often 

the executive giving an instruction thinks the order is clear 

because he has a definite picture in his own mind as to 

what is to be done. This is not enough. He should try 

to plt-e himself in the position of the subordinate and then 

consider what the subordinate needs to be told. Also the 

language used should be readily understood by the sub

ordinate. 

Always follow up on an instruction. If an executive gives 

directions and then permits subordinates to decide if and 

when they will carry them out, the entire administration 
becomes lax. Time schedules lose their significance, addi

tional inspections are necessary to discover what has and 

has not taken place, and the success of a subordinate de

pends in no small part upon his ability to guess when to 

take the boss seriously.2 

2 Ibid. pp. 376-378. 
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We can expand Newman's list by adding a very im
portantand frequently overlooked element of good instruc
tion-the need for a supervisor to listen to the employee. 
When giving instructions, he should obtain feedback 
from the employee in order to know whether the in
structions have been understood. He should ask ques
tions, and he should give the employee a chance to ask 
questions or to express an opinion about the instructions 
being given. 

The employee may have very good ideas as to how 
the work can best be perfornied, what will work and 
what won't. After he expresses his views, it is then the 
supervisor's responsibility to evaluate whether the em
ployee is right or whether he simply does not visualize 
the final outcome of the proposal. The supervisor must 
decide whether to drop the matter or whether to push 
ahead with it, carrying the employee along with the idea 
bit by bit. He should not be afraid to ask the employee, 
"What do you think we should do about this problem ?" 
or "What do you suggest?" Supervisors who know how 
to tap the creativity and initiative of their employees 
enhance their own effectiveness tremendously. 

Instructions may be of many different kinds, ranging 
from those that are highly specific and detailed to those 
that are so general that they more nearly resemble sug
gestions. Each kind of instruction has its place, depending 
upon circumstances and the employees involved. 

New employees who are untrained in the work need 
specific, detailed instructions. Once they have learned the 
work, the kind of instruction given them need only be 
general. Perhaps they will need no instruction at all un
less they are given a new assignment or unless the work 
itself changes. To continue giving an experienced, respon
sible employee detailed instructions is both wasteful of 
the supervisor's time and irritating to the employee. 
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Even though an employee can perform his work with

out additional instructions, the supervisor still needs to 

follow up to make sure the work is being done as planned. 
very complex work or work that must meticulously fol

low predetermined steps and methods requires specific, 

detailed instructions, preferably in the form of written 

procedures or manuals. 
Broad, general instructions are most appropriate 

when giving assignments to experienced employees who 

know the work at hand. The employees probably have 

ideas about the work, and they should be encouraged 

to initiate ways of accomplishing the assignment. Gen

eral instructions, when appropriately used, can help de

velop initiative and resourcefulness on the part of 

employees. 
When dealing with highly trained professional, tech

nical, or managerial personnel, very general instructions 
are the rule. The supervisor should merely tell these 

employees what he would like done and what time limits 

he has in mind. The details and methods should be left 

to them. It would be even better if the supervisor ex

plained the problems and discussed his overall goals with 

these employees and then requested them to develop plans 

and programs for meeting them. 
Many supervisory problems result from choosing the 

wrong kind of instruction to use in a particular situation. 

A common error is overinstructing employees who are 

capable of working independently. At the opposite ex

treme are supervisors who frequently fail to give adequate 

direction and instruction to employees who need it, thus 

letting them grope and muddle through without knowing 

what they are doing or what is expected of them. The 

supervisor who turned over an important phase of a proj

ect to two brand-new employees without giving them 

adequate instruction or help is an example of this type of 
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mistake. Each situation has to be judged individually. A 
supervisor needs to know his employees' capabilities. He 
should be alert to the employees' responses to his in
structions and should be flexible enough to change his 
approach if he sees that it is not working. 

Coordination. The second vital technique used in 
delegating is coordination. Whenever more than one em
ployee is performing work, their various efforts have to be 
synchronized and meshed together so that they are all 
contributing to a common goal. There are various ways 
to achieve good coordination. One way is by organizing, 
planning, and scheduling the work effectively. Another 
way is by giving clear assignment of accountability and 
issuing instructions that are understood by everyone con
cerned. A third way is by giving the work group definite 
goals which each person understands and to which he is 
committed. 

However, none of these methods can take the place of 
personal interaction among the supervisor and his em
ployees and among the employees themselves. Personal 
interaction is the best means of assuring good coordina
tion. Employees should be encouraged to work with each 

other and to coordinate their efforts. They usually will do 
this and will enjoy doing it if the supervisor can impart 
clear objectives and a sense of the importance of the proj
ect to them. Unless subordinates sincerely believe that 
they all are moving toward a common, important objec
tive and that their supervisor is moving with them, the 
efforts of a group can be vitiated by jealousies and bicker
ing, by jockeying for position, or by indifference. Before 
subordinates will function as a team, they must be con
vinced that their supervisor is treating each member of 
the group fairly and impartially, and that he recognizes 
the unique contributions of each one. 

Control. The best instructions and the most effective 
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coordination can come to nothing if the supervisor does 
not have a means of insuring that the work is being ac
complished according to plan. The control mechanism 
varies with different kinds of work. Some work is much 
easier to control than others. If it culminates in a product, 
a report, a program, or correspondence, the supervisor 
may establish control by reviewing either the completed 
work or a sample of the work. He may establish deadlines 
for completion of the project or phases of it and may re
quire that employees keep him informed as to whether the 
schedule is being adhered to. He may establish checks at 
critical points in the work flow and may make a personal 
follow-up to compare expected results with actual accom
plishment. 

Personal follow-up with employees on the progress of 
the work is a very good method of control. When definite 
deadlines must be met, the supervisor should establish 
frequent check points, especially if several different em
ployees are working on various segments of the project. 

The amount and kind of control a supervisor exercises 
will vary with the type of work and the skill, experience, 
and dependability of the employees. If a supervisor has 
learned through experience that a subordinate always fol
lows through on assignments and completes them on time, 
he will need to make only occasional checks to see how the 
employee is getting along. But if he has learned that an 
employee often forgets to do things or lets them slide, he 
had better follow up often and thoroughly. 

Difficult-to-ControlWork 

A supervisor is faced with special problems when he is 
responsible for widely separated activities or when he has 
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little contact with subordinates. Outside sales work is an 
example. It is impossible for a supervisor to know pre
cisely what goes on during the salesman's workday. Many 
other types of outside work present similar problems of 
supervision. Routemen, telephone installers, service re
pairmen of all kinds, bus drivers, and policemen work with 
little personal contact with a supervisor. Special means of 
evaluation and control are necessary for these kinds of 
activities, since it is of prime importance that the right 
men be hired for the job. Reliability, initiative, and the 
ability to work independently are essential. A pleasant 
personality and high standards of conduct are equally 
important if the jobs involve public contact or the entering 
of private homes. 

These men should receive training of the most inten
sive kind before they are left on their own. Instructions in 
the work and indoctrination in the applicable laws, poli
cies, and procedures are not enough. The use of simula
tion or "dry runs" can be a very effective type of training 
for jobs that will have to deal with many different situa
tions. A variety of test problems, resembling as nearly as 
possible real incidents likely to be encountered, should be 
posed as case studies or role-playing episodes, and the 
trainee should be required to deal with them. By observing 
the trainee's responses, the supervisor can help him over
come deficiencies and develop critical judgment and self
confidence. The supervisor should devote enough of his 
own time to the training of a new employee to enable 
him to evaluate the employee and to predict with con
siderable confidence whether he will succeed on the job. 

Frequent follow-up is necessary once the employee is 
on his own. If he works in the same city as his supervisor 
and checks into the office each night, the supervisor should 
discuss with him any problems encountered during the 
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day. Whenever possible, the employee should be given 

some objective standard against which his progress can be 
quotas tomeasured. Salesmen, for example, are given 

meet. Police officers are required to complete a report on 

every incident. Repairmen and installers should prepare 

reports or logs on the day's work. The supervisor can use 
emthese various mechanisms to judge how well the 

ployee is doing. Some spot checking of the work by accom

panying the employee on his rounds is also desirable. 
aWhen employees are scattered over a wide area, 

definite means of communicating with them must be estab

lished. A supervisor should see that these employees are 

brought into the home office periodically for briefings or 

special instruction. Personal contact with the home office 

and with the supervisor is as important for morale pur

poses as it is for control. Correspondence, newsletters, 

and telephone communications all help to bridge the physi

cal distance between employee and supervisor. 
Some jobs that do not have the barrier of physical 

distance are, nevertheless, difficult to control because the 

supervisor cannot see or hear the employee at work. Jobs 

that deal with the public are of this kind. A supervisor 

cannot know for certain, unless he is physically present at 

the work site, how an employee is handling a conversation 

with a client. A physician cannot monitor the way his re
he is usuceptionist handles calls from patients because 

ally not present in the reception area. Yet the receptionist 

is in such a strategic spot that she can do irreparable harm 

to the doctor's reations with his patients and can damage 

his practice if she is rude and tactless or if she uses poor 

judgment in making appointments. Good selection and 
or "dry run" kindintensive training-of the simulation 

that has just been described- are about the only ways of 

insuring good performance in these cases. Furthermore, 
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the supervisor should arrange his work in such a way that 
he occasionally can be present at the work site to observe 
the employee first hand. And he should plan to spend 
some time with the employee to discuss ways of handling 
difficult situations. 

Occasionally a supervisor will use client complaints as 
his only control mechanism. This practice is very hazard
ous. In the first place, there is no assurance that clients will 
complain; they may just stop doing business with the of
fending firm. In the second place, by the time a client com
plains, the damage done to goodwill and client relation
ships may be irreparable. It is far more sensible to devise 
and institute positive control measures that will assure 
employee performance in accordance with a supervisor's 
policies and objectives. 
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The Supervisor and Discipline Interviews
 
Gary R. Johnson 

At some time in your career as a supervisor and 
administrator, you will be faced with the problem 

arcof disciplining one of your cmployeces. If you 

involved in a great deal of supervision andi adminis-
tration, this problem will be repeated many times. 
It is the discipline interview for the cmployec who 
is not a member of a union or other similar organi-
zation and for whom you gcneral]), have sole and 
specific responsibility for discipline that is of in-

tcrest here. 

Disciplining an emlployee is an unpleasant experi-
ence both for the employee and for yo)u as a super-
visor. There is no way that it can be otherwise 
because of the nature of the subject to be discussed. 

I houvever, it is a ncessary task which you muist meet 

constructively and honestly. 

a number of general guidelines that yThere are 
should remember when you are involved in dis-
ciplining an employce. These are not exhaustive nor 

arc they, intended to be applicable to all situations. 
Every cmployce is an individual and as an indi

vidual he has different responses and different re

actions even though it may be to very similar situ
ations. You must expect every discipline interview 
to be diffTrent as every employee is different. Even 
if you have a repeat discipline interview with the 
same en)lovce, you will find that it wili be different 

because the employee, like you. will have gained 
experience and knowledge from his first interview, 

Be natural 

Do not be led into the unthinking use of classroom 
techniques for employee interviewing and for dis-
cussing discipline problems. Tethniques are ine as 
long as they add to your ability to discipline the 
em.ployee in the proper manner. I lowcver, with the 

voliumcs that have been written and the many masss 
media discussions over the past years regarding 
intervicw tcchniques, most employees now recogie 
the rudimentary interview techniques that most 

supervisors or administrators are aware of and are 
tempted to use in a discipline interview situation. 
Once an interview technique is recognized by the 
empioyce, you not only lose the advantage of the 
technique but you actually build additional cin

ployce resentment in what is already a resentment. 
is the comn

pro)ne situation. The best approach 
mon sense one, direct and honest discussion with 
the employee. If you use interview techniques dur
ino this discussion without realizing it, this is fine. 
If you usc such techniques self-consciosly and the 

employce recognizes this, you are defeating your 
own Purpose. To summarize this note of caution in 

one blunt phrase-don't try to manipulate but do 
trv' to talk. r 

Be the bon 

It is particularly important (luring a discipline inter
view that you maintain the strict supervisory sub 

ordinate relationship which the organization chart 
dtelineates. The objectivity and detachment inherent 
in the supervisor-subordinate relationship is needed 

during the discipline interview as at no other time 
during your relationship with the employee. As the 
suplrvisor. you must maintain control of the inter
viewi and determine the direction which it follows. 
You must allow the employee to discuss all matters 

which are of concern to him regarding the discipline 
situation but this discussion should be within your 
overall cttrol. If control of the discipline interview 
shifts from you to the employee, then you have 
abdicated your role as a supervisor and have as
slimed pcrson-to-person relationship with the cm
ployce which is inappropriate for this interview. 

Reprinted by permission from Management ofPersoanelQuarterly,Volume 9 (Summer, 1970), 23-25. Published 

by the Graudate School of Business Administration, University of Michigan, Ann Arbor, Michigan. 



Be friendly 

You must establish not only control but also a 
generally friendly atmosphere in which the inter
view can be conducted. It will not always be a 
friendly discussion but it is incumbent upon you, 
as the supervisor, initially to establish that this inter
view isto be held in a friendly atmosphere and not 
tne of anger. If there is any question in your mind 
that there is a high degree of anger or resentment 
on your part regarding matters to be discussed with 
the employee, defer the interview. If you as a super-
visor are angry, obviously you cannot be objective. 
Ifyou are not objective, you cantot maintain your 
own self-controi or control of the it'J.rview and the 
interview will disintegrate into a sbiective, angry 
confrontation between two people. This will not 
only defeat the purpose of the immediate interview 
but make subsequent interviews almost impossible 
between the employee and you. However, do not 
delay a discipline interview indefinitely. Any ir-
mediate anger or resentment which you may have 
regarding Tatters to be discussed at the interview 
should be dissipated within a matter of hours or at 
most two or three days.Do not use the rationale that 

you must wait until you are entirely free of all anger

or resecitment before talking with the employee or 
you may never have the discipline interview. Sincethis is an unpleasant task, almost everyone would 

ti to avni inpleati ps s, l t everyoue sould 

like to avoid itifpossible. However, you should 

not use the reasoning that because you are not com-

pletely free of anger or resentment, you must not
 
talk to the employee. As long as you are in control
,of your anger or resentment, you should arrange for 
the interview. 

The point is that you should not arrange an inter-
view at the time that you have lost or will lose your 
objectivity during the discussion. At no time can 
you afford to allow subjectivity on your part to 
enter the discussion, not ntatter how tempting this 
may be to you. If you feel at any point in the 
interview that you are unable or will no longer 
be able to maintain your objectivity, it is better to 
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terminate the interview until a later date rather 
than allow it to deteriorate into a subjective discus
sion between you and the employee. Detachment 
from the emotional connotations of the interview is 
an absolute necessity for the supervisor. 

Be fair 

The employee deserves a completely fair hearing. 
The supervisor should avoid the standard western 
cliche of a "fair trial and quick hanging." Even if 
the matter to he discussed involves only you and the 
employee and is related to a situation involving only 
you and the employee, there may be factors of 
which you are unaware. In fairness to the employee 
and ioyou, he should be given an opportunity to 
express his feelings and any facts which he believes 
have not been exprssed adequately regarding the 
situation under discussion at the discipline inter
view. As a supervisor, you must be completely 
reasonable in your dealings with the employee. Any 
hint of subjectivity or prejudgment on your part can 
obviate any advantag,-s or tangible results from the 
interview. 
Ifyour approach with the employee isone of hon

esty, objectivity and general common sense, you
should be able to establish the ground work for a 
successful discipline interview, but this is not ,l
ways the case since there will occasionally be an 
employee who, for one reason or another, has come 
to the interview with his own prejudgments and 
does not wish really to have any discussion. But it 

is extremely important that you be honest with theemnployee during this type of interview. If he asks 
a question or expresses an opinion, you must, a. asupervisor, give the employee an honest and direct 
answer. Anything other than this is unfair to both 
of you. Honesty and frankness are difficult in this 
situation bec4use of the possibility, of increasing 
anger and resentment which an employee will have 
brought, in most cases, to the interview. However, 
if you are less than honest and frank with him, you 
are establishing the basis for another discipline 
problem with him at a later date. 
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,- Be short 

of beingYou also owe the employee the courtesy 
should speak exsuccinct. I do not mean that you 

cathedra on all matters but you must make those 

points which need to be completely reviewed and 

you must make them so that the employee under

stands now and will understand as he reviews the 

interview later in his own mind. It is not that ex

pansive philosophical discussion does not have any 

place in the discipline interview-it may at times-
but not while you are attempting to resolve imme

diate disciplinary problems with the employee. It is 

in the resolution and clarification of the disciplinary 
succinct asproblems that you always must be as 

possible. 

_pleasant 
e Indmt ie 

, Be ., 

the interview, the employeeAtshouldthe knowcompleione:tactlyof where he stands. He should 

as
understand the action which you intend to take 

nresult of the discipline interview and the possible 
e sobldareltenative whiciiea vilew aohi 

alternatives which are available to him. He should 

know if your decision is final. If he has recourse to 
an appeal procedure, he should be told the details 

of the procedure. If the employee has been given 

specific instructions as to what he must or must not 

do in the future, this should be reviewed in detail 

periodically with him. If this is to be a matter which 

is to be included in his personnel record, he should 

be aware of this so as to understand how it will 

affect his future in the organization. Obviously, I 

have differentiated between a discipline interview 

and a termination interview for they are quite dif

ferent. While it is possible that what may begin as 

a discipline interview may evolve into a termination 
very shortly thereinterview either at that time or 

after, that is a sepaitt kind of problem and de

serves separate consideration. 

'he important thing in the discipline interview is 

that the employee should be aware of the reasons 

for the disciplining, he should be given the oppor
tunity to express his opinions on the subject and he 

should leave the interview knowing exactly where 

stands, both in relationship to the specific disci

plining situation and the effects this will have on 

his present and future position with the organiza
tion. 

C prpard 

Do not expect an employee to like you better be

cause of a discipline interview, no matter how 

stccesstully it is coducted. If you have a compul

being liked by your employees, you willsion for 
have difficulty as a supervisor in many areas and at 

many times, but probably never more than during 

the discipV'ne interview. If, at any time, either you 

or any of your sub-supervisors begin to enjoy the 

discipline interview situation, that is the time to 

stop immediately vnd delegate this responsibility to 

else. To enjoy what is essentially an unsomeone 
task. is to raise questions as to your own 

motivation in discharging this responsibility. The 

discipline intervicw is an unpleasant situation for 

both supervisor and subordinate but if you are to
maintain the organizational integrity within your 

ihnyumiti h raiainlitgt at times, criticaloperation, it is a .-cessary and, 
action which you must take immediately and effec
tively. Any equivocation on your part can have 

deleterious effects on both the employee, you 3nd 
your organization. If you have a situation in which 
you should discipl'ne an employee-do it. 
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Application to health, social welfare, and family planning 
There may be a temptation to believe that supervision is more important in 

factories and large commercial firms where foremen, "straw bosses," and of
fice 	managers are responsible fo; assembly-line or mass production processes. 
It could be asserted that the individual employee of a ciinic, welfare center, 
or family planning team is a professional or para-professional who has under
gone training, who knows the job to be done, and who therefore will need 
little 	supervision. Supervisors are appointed in order to coordinate the work, 
but 	their role may be interpreted as less important in these organizations than 
in others. Supervisors may be appointed on the basis of seniority or education, 
as a 	reward for extraordinary productivity, or even on the basis of friendship 
with 	influential persons on higher levels of management. Unfortunately, these 
qualifications do not necessarily equip a supervisor with the human relations 
skills listed in the introduction to this chapter and elaborated in the readings. 
The high prevalence of low morale, low productivity, high turnover, and client 
dissatisfaction with t;eatment received which are observed in many health and 
welfare systems are evidence that poor supervision is widespread among their 
individual service units. Modem factories have recognized the importance of 
training their foremen in supervisory skills and have special programs for 
doing this. By conirast, many if not most health, welfare, and family planning 
organizations are muddling along with the outmoded supervisory styles that 
were prevalent before World War II. The skills of personnel management are 
not taught adequately in most schools of public health or social work. Most 
family planning organizations neglect these skills in their training programs. 

Perhaps one of the greatest needs in this area is for a thorough re-thinking 
of the nature and purpose of sulervision in the health, social work, and family 
planning arena. This is an area in which the status of supervisors may easily be 
undermined by technical experts (economists, data processors, psychologists, 
etc.). It is also an area in which the more democratic forms of supeivision may 
be much more effective than the autocratic forms which are commonly fol
lowed. 

Questions for discussion and exercises 
1. Do you think it is possible for a clinic or a welfare office to be run 

entirely without supervisors? Could a completely democratic system be devel
oped wherein the workers collectively solved their problems of organi7ation, 
assigned duties to themselves, and enforced their collective decisions infor
mally through group processes? 

(a) 	 What unique aspects make this approach more likely to succeed in 
these professions than in other organizations? 

(b) 	 What aspects of the work to be performed, the relationships among 
the workers, and the pressures of clients upon them would make this 
system prone to failure? 
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of conventional supervision and 	this supervisor-less(c) 	 What "mixture" 
democracy do you think would be optimal in the typical clinic or of

fice in ycur country? 
(d) 	 Do you think special training in personnel management and super

vision could or should cause a shift toward more democratic super

vision? 

2. Textbooks often give lists of the personality characteristics of good 

supervisors. Following are two such lists: 
Intelligence Thoroughness 
Integrity 	 Fairness
 

Initiative
Forcefulness 

Tact
Fairness 

Loyalty 	 Enthusiasm 
Kindness 	 Emotional control 
Knowledge of work 
Health 

How applicable do you think these traits are to supervisors in the health
a list 	for supervisors inwelfare-family planning fields? If you were preparing 
How 	would you rankthese organizations, what items would you include? 


them?
 

3. It has often been noted that a supervisor is half worker and half man

ager. hi order to do his job he must be accepted both by the workers as one of 

them and by the managers as one of them. He usually has been promoted from 

the ranks of the workers. Yet in another sense, neither side really accepts 

him. The workers suspect that he will "sell out" to management; management 

suspects that he will "sell out" to the workers. How serious do you think this 

problem is in health, welfare, and family planning organizations? 

4. In health, welfare, and family planning organizations there are several 
arestrata of workers who must participate as a team. In the clinics there 

nurses, receptionists, file clerks, laboratory technicians, typists, counsellors, 

nurse's aides, and others. Usually there are only one or. two persons in each 

category. How does this affect the supervisory situation? Who should be the 

supervisor? What system of delegation can be worked out to make the work 

flow more easily? 

5. In many countries, health personnel and social workers are forming 

unions. To what extent do you think this is a product of lax supervision and 

poor personnel management and how much do you think is an inevitable 

product of social change? Do you think supervisors should belong to these 

unions? What effect do you think unionization has upon supervision in health 

clinics and welfare offices? 
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6. Many middle level managers are "supervisors of supervisors." They over
see the work of employees who are themselves supervisors. Do the principles 
discussed in this chapter apply to this type of supervision? In what ways is 
this kind of supervision different from "first line" supervision of workers? 

7. Compile a list of the major groups of white-collar workers in an organi
zation. Then compile a fist of desirable traits or skills a supervisor should have. 
Try to rank these traits, in order of their importance, for supervising each of 
the categories of white-collar workers. Can you develop a set of principles 
about the activities and abilities required of supervisors of lower-level white
collar workers in comparison with supervision of higher-level (professional and 
technical) workers? 

8. Visit the organization you have studied in Exercise 7 and interview a 
supervisor of each of the groups of workers. Compare the actual supervisory 
behavior of these supervisors, as you can determine it, with the priority ratings 
you have prepared. Are the principles you developed to distinguish super
vision of higher and lower-level white-collar employees observable in the actual 
behavior of these supervisors? 



Chapter Ten
 

PERSONNEL RECORDS AND PERSONNEL
 
RECORD KEEPING
 

Almost all organizations prepare a record of important personnel events. 
At the time the person applies for work he is asked to fill out an Employment 
Application form, which is kept if he is employed. If he is given a raise in 

salary or a promotion to another position a notation is made of this. If he is 

injured on the job, is sent for special training, reprimanded for chronic late

ness to work, or has his wages attached by a credit collection agency for non

payment of bills, these events may or may not be recorded. Even if a record 

is made of these events, all too often they are filed in separate files so that the 

complete personnel record for an individual employee cannot be assembled. 

In the "heat of battle" of meeting each day's personnel needs, insufficient 

care is taken to keep a record of actions taKen, and to make this record part 

of a flexible system that would keep the information available in the total 

context of the employee's career with the employer. 
Despite this situation, most personnel managers almost daily have occa

sion to need all of the important personnel facts about individual employees. 

Pulling from the file the folder for a particular employee may reveal little 

more than the Employment Application form the person filled out when he 

first applied for the job-if that. By looking up his name on the payroll listing, 

it is possible to learn his present job title and salary rate. Other significant 

events may be completely missing. 
Because the need for more complete personnel records arises very often, 

personnel managers come to appreciate the need for setting up and maintain
ing a file on each employee, and of trying to get into that file a notation of 

every significant personnel transaction that involves him. They then come to 
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realize that there often is need to summarize the files, to assemble basic data 
about all employees. They often are asked questions such as, "What percentage 
of your employees were given no raise in salary last year?" or, "What fraction 
of your employees have worked for the organization for five years or longer?" 
Answers to questions such as these can be obtained only in one of three ways: 

(a) 	 Special hand tabulations, made by examining each file individually 
(b) 	 At periodic intervals coding the files for machine tabulation 
(c) 	 A completely computerized system in which personnel actions are 

added to a computer-maintained file, so that the information can be 
tabulated almost instantaneously. 

Most personnel managers agree that it is almost mandatory to maintain i, per
sonnel file on each employee. Whether it is coded for statistical analysis at 
periodic intervals or is kept continuously updated by computer involves con
sideradons of cost, need, and the usefulness of the information for making 
important decisions. 

In most small and medium-size organizations, the first or second option is 
the one usually chosen. At critical moments, in order to meet special demands, 
the files may be coded. At this moment, some comprehensive analysis can be 
done. 

The simplest personnel record system is one wherein a carbon copy of each 
important personnel transaction is placed in the jacket of the employee. By 
filing these transactions in chronological order within the jacket, the per
sonnel manager can quickly leaf through the case and grasp the essential facts 
of the career within the organization of any particular employee. Personnel 
transactions which occur frequently (rating by supervisors, illness summaries 
for a month or year, absence or lateness reports for a month or a year, should 
be reported on standard forms which the personnel manager should design. 
He should then request a report for each employee, even if the answer is 
"none" or "not applicable," in order to assure that all employees have been 
rated uniformly and equally. 

A personnel record-keeping system, therefore, involves three major consid
erations: 

(a) 	 Preparing forms for making a record of all types of personnel transac
tions, with arrangement for an additional carbon copy for the em
ployee file. 

(b) 	 Arranging for the assembly and filing in the individual personnel jack
ets of these carbon copies of personnel actions. 

(c) 	 Arrangement for retrievral or tabulation of the contents of these files, 
either sporadically or periodically, as may be needed. 

An essential part of this file is a copy of the job description for the posi
tion for which the employee is hired (see Chapter 5). This allows the personnel 
manager to check various personnel events and actions against the require
ments of the ob. 
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Towards
 
saner
 

personnel


MANY PUSONNEL managers are aware 

of defects in their personnel record 
systems. Too often these records are 

inefficient or ineffective in providing the 

information that companies need about 
their employees. Often, important items 
of information arz not recorded at all, 

and when the information is recorded it 

is frequently inaccurate. Even when it is 

accurately recorded, it is often wrongly 

used because of faulty analysis o 

misinterpretation of the results. 

Other companies, or even the "-

ones, use two or three records where ft 

would do the job better. The 5m 

information may be recorded in sevmr 

places: for example, a company wid 

700 employees had a record card t4 

gave basic personal details and a fle 

other things for each of its wor 
employees, plus a similar but sepanm 

system for staff, plus a system of trait 
ing records which contained much of& 

same information all over again. A 

punched-card system, which again c4* 
the informaiottained mostly same 

systems
 
John Nuttall 

had been set up to provide statistici 
returns that could not be obtained fro% 
the first three systems; a year after i 

had been set up it was already out d 

date. In addition, much of the sat 
informationappearedinthepersonald0% 
siers, in the wages records and in recorl 
kept by various department heads, 

This example is not untypical, as h 
been proved by examining personwi 

more than 100 firms durigrecords in 
research studies carried out by the 

National Institute of Industrial Psycho. 

logy. The great majority of these firm 

had faults in their personnel infornm, 
of the kinds net.tion systems of one 

tioned above, and most of them bad 

several kinds of fault co-existing. In ott 

medium-sized factory of an engineeri i 
over 100 differmcompany we found 
50 different filskinds of form and 

containing personnel information, ye 

managers complained that they coeu 

not get the information they neede 

and it was a fortnight's work for thre 

men to complete the ITB grant claim 
return. The first day's visit to anothe 

factory was sufficient to discover 50 

different records and forms that applied 
to new employees of various kinds up 

till the time they started work. 
An example of inadequate fac 

leading to wrong conclusions wa 
found in a retail organisation. Ti 
company employed a great many part. 
time staff, and managers were worried 

laboabecause - they said - the 

turnover for these part-timers was so 

much higher than for the full-timea 

An NIIP investi~ator looked for & 

facts and discovered that they had 

never been appropriately recorded; soa 

special analysis was carried out, whik 

proved that the part-timers' turnove 

far from being higher than the ful. 

timers' was only half of it. 

Do these faults matter? Yes, becaus 
even a small company can wask 

a year if itsthousands of pounds 
personnel information system is i. 

efficient. And, more importantly, le. 

cause adequate and accurate personted 

information is essential if rightdecisios 
are to be taken about selection, traini, 

Repinted by pennsion from PemnnelMriagement. Volume 3, No. 2 (February, 1971), 30-32. 
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than for casual labour. And finally theredeopment, promotion, merit pay- required, and this should certainly be 
made to measure. If the company has a are the enormous differences betweenMents, manpower planning, welfare, 

safety and other pcrsonnel manage- complex organisational structure in the companies in each kind of personnel 
meat areas. Additional information is personnel field and particularly if this procedure, all of which will give tiso to 

needed by top management, the finan- organisation is spread over a number of different needs for information. 
cial department and statutory bodies locations, the personnel information 
such as Industrial Training Boards. system will almost certainly have to be Designing a system 

What is the ideal personnel informa- more complex too. For example, corn
2, which both How can a made-to-measure personlion system? The answer is, nearly pare Figures I and 


always, one tailored to meet the needs represent engineering companies we nel information system be designed?
 
of the particular company. Although have worked with. The first is a fairly The NIIP recommends the following
 

small company (it employs about 300 procedure, which is also illustrated in,off-the-peg records have their uses for 
Figure 3. The starting point is indicatedvery small or unsophisticated firms, and people), and one administrative manager 

although they can sometimes, with is responsible for all aspects of personnel by the aphorism: '"The purpose of a 
minor alterations, fit into the informa- management; these aspects are indicated personnel information system is to store 
N~UMI by the interlocked rings in Figure I. and communicate information about 

The rest of the diagram shows the main Figure 3 

90R relationships and lines of communica
tion between this manager and the - *
 
other people in the company who are t
 
concerned with personnel information. WA n.--..M.. .',
 

Lne 	 Because these people are near together 
spatially and organisationally, we were 7 

I"able to design a combined personnel, ..... 
-Mtraining and wages record card to form 

the basis of the information system. 
Figure 2, by contrast, represents a
 

company which is not only larger
 
(about 4000 employees) but far more
 
complex organisationally. The different
 

Faso ael personnel management functions are
 
i " : 1 1 carried out by different people in
 

E,,,pYOC different places, For example, training 
 1" 

is split into craft training and other 

training, and the managers responsibletion system of a larger firm, it is nearly 
always a mistake to introduce them Figure 2 

before the information system as a 	 people to enable someone to take 
whole has been considered in relation s. -'-' - decisions." We therefore start by asking 
to the company's requirements. U_ "What decisions will be takenT' and 

Why is this? Simply because com- "Who will take them?" The first 
panies differ from each other so question can be expanded by consider
enormously, and particularly because ing what decisions will be taken about: 
their needs for personne! information I. Selection, allocation and promotion 
are so varied. Very small companies, 2. Training and development 
for instance, may think they need no 3. Arranging conditions and rewards 
personnel 	 records at all, because the 4. Forecasting and planning 
mapaging director knows all the em- 5. Other personnel functions, such as 
ployees well and he hires, fires and industrial relations, welfare, health 
makes all other personnel decisions and safety 
himself. There may, however, be a case 6. Non-personnel functions that need 
for personnel records even in such information about people 
small companies: even the managing By considering these decisions and 
director's memory is fallible, and what the information needed for each, a list 
isto happen if he is killed in a car crash? of the kinds of personnel information 
Ifsuch a company is to have personnel are in offices over a mile apart; so no required can be built up. For instance, 
rtcords they must be kept very simple, single record card could satisfy the selection decisions may depend on the 
however. Another difficulty with very needs of the training managers alone, availability of the following kinds of 
Imall firms is that it is uneconomic to let alone the other managers. Solutions information, depending on the firm, the 
have just a few fo-,w, printed and to recording problems in a firm like this type of personnel to be selrccted, the 
esptnsive to draw th,' i up by hand; must, to be efficient, be as unique as the selection procedures, and so on. 
lso there is probabl) aobody in the structure they must fit into. *Information about the vacancy, the 

Irm with the expcrii3C to draw up a Other factors that make it important number of people required, etc. 
tood form and no spare cash to pay for a personnel information system to *A job description; a personnel speci
,omeone else to do it. This is why be made to measure include variations fication 
'l-the-peg forms and systems may be in the kind of personnel employed: *The advertisement; and initial data 
"'eright answer for small firms. highly skilled personnel, for instance, about people who respond to it 

Large companies obviously have a will give rise to different information eInformation about the success of 
'Aider range of needs for personnel noeds from unskilled people, and more advertisements inserted in different 
I.formation, so a more sophisticated information will be needed for people media, through agents, etc 
.tronnel information system will be who stay with the company a long time *Information about the job, supplied 
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to applicants 
eThe applic..t' %personal details, his 

education, qualifications, previous 
c) .ployment, interests, etc.-usually 
ctntained in an application form 

eThe interviewer's assessment of all 
the characteristics of the applicant 
likely to affect success in the job 

einformation about the applicant's 
performance in any other selection 
procedures that are used, such as tests 
or group discussions 

eReferences; results of medicals 
This is a rather complete list of the 

types of information required for 
selection: for many kinds of personnel, 
and for all personnel in many companies 
much less would be required. Also, 
when the lists of information for the 
different personnel and non-personnel 
functions are compared, it will be found 
that there is a great deal of overlap, so 
the combined list may not be very long, 
particularly for a small company with 
simple personnel procedures,

To this list should be added the 
informtion required by bodies outside 
the firm. The list can be checked by 
interviewing as many as pcssible of the 
people who will need personnel in-
for ation. Allowance should be made 

h q 
for any changes in the requirements for 
information which can be foreseen. 

The next stage is to build up a picture 
of an 'ideal' system to met the needs. 
This involves considering possible 
sources for each kind of information, 

foratony ch owanesin d eme f 

destinations and storage points, and 
also appropriate kinds of format for 
recording, storing and using the data. 
These together will give an idea of the 
requirements for communicating, stor-
ing and processing. During this stage it 
is important to bear in mind the other 
information systems in the company 
which the personnel information system 
will have to fit in with, such as wages, 
financial or production information. 

Next, one should consider possible 
methods and media for meeting the 
requirements for communicating, stor
ing and processing information. To 
takc J'ist one group of media for 

example-cards-these include ordinary 
index cards, visible-edge cards, edge-
punched cards, slotted cards, feature 

80 column punchedcards and 40 and 
cards, and they may be kept in drawers, 
in trays, in chests, on card-wheels, etc. 
Another group of possibilities is offered 
by computers, with various programmes, 
input and output documents, etc. Files 
and filing systems should also be 
considered, and of course forms and the 
various ways ofstoring and reproducing 
them. Thought should be given to ways 
of recording and updating the informa-
tion, and to ways of transcribing it 
from one document to another, or, 
preferably, avoiding transcribing it. 

this leads into the design of the details of 
thesystem. For example, the first stage of 
designing the various documents should 
be to decide how many of them are 
really needed; oftea one document can 
contain several kinds of information, 
e.g. a job description, personnel speci
fication and job training syllabus might 
all go on the same piece of paper. Only 
Figu e4 

F, 
JOB RCORD M,14nECOR 
.w,pto . 

-",.k;.on mpanyh;std 

after deciding exactly what information 
is to go on each document should word
ing, layoutandtypographybeconsidered. 

Now the system can be installed. At 
first, a close check should be maintained 
to ensure that it is working as intended. 
Later, a follow-up should be carried 
out to see whether the system is satis
fying the needs and whether the results 
are worth the cost. If so, the system is 
proved: if not, it may need modification. 

Does this all sound rather compli
cated? It need not be. A personnel 
information system for a small or 
relatively unsophisticated firm can be 
designed in a few days, because the 
needs for personnel information will be 

By comparing these possibilities with few, and so will the possible methods 
the 'ideal' system, a series of choices and media. And the resulting informa
can be made to determine thesystem first tion system is likely to be quite simple. 
in outline and then in greater detail, and 
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Application to health, social welfare, and family planning 
Employers of white-collar workers are under pressure not only to increase 

to the public that they are equal opportunityefficiency, but also to prove 
empioyers. Rejecting patronage and employment-by-influence, the public is 

declaring it corrupt to exclude from employment those who are best qualified. 

Civil service systems, special employment commissions, and even citizens' ac

tion groups are demanding proof that the best people are being hired, that the 

most productive and effective persons are promoted and given higher pay, and 

that wasteful and ineffective people are discharged. Personnel record systems 

must provide the data with which an organization can prove that it is an equal 

opportunity employer (or discover that it is not). With a well-kept set of em

ployee records, it is possible to prepare answers to the following questions: 

(a) 	 Are well-qualified women or members of low status groups being 
passed over for promotion to upper-level managerial positions in 

favor of males or employees with good family, political, or organi

zational "connections"? 
(b) 	 Are there pay differentials between women and men? Among dis

tricts? Among ethnic groups? 
(c) 	 Are some segments of the organization receiving special privileges 

which others are not, such as extra days off, additional sick leave, 

special fringe benefits such as automobiles, paid vacations, special 

allowances? 
(d) 	 Are new employees being hired at higher rates of pay than persons 

already employed for doing the same work? (During times of rapid 

inflation this injustice often occurs.) 
(e) 	 Are there employees filling jobs for which they really lack the edu

cation and other qualifications? 
(f) 	 How much consistency is there between the ratings given employ

ees and the promotions and pay raises they receive? Do those rated 

most highly really get rewarded, or do they just get overlooked in 

bureaucratic across-the-board actions? 
Personnel records have perhaps been used more rigorously to improve the pro

and quality of blue-collar workers than for white-collar workers.ductivity 
White-collar employees ofpublic agencies have perhaps been the most immune 

of all; they may get to a point where they become indifferent to the needs of 

those they serve. 
One 	corrective of this problem can be the maintenance of a personnel file 

on each employee, kept in accordance with the recommendations given above. 

This 	system need not be complex. It should be planned to contain the infor

mation that will be needed for periodic rating of the individual and for an

swering questions that may arise concerning his history of employment. 
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Questions for discussion and exercises 
1. Suppose you were asked to answer, from personnel record files, all six 

questions posed above concerning equal opportunity employment, and that 
you planned to do this by extracting the information from the personnel files 
onto a special tabulation card for mechanical processing. 

(a) 	 Identify the items of information you would need to extract to 
answer these questions. 

(b) 	 Design the codes or categories that must be developed for analyzing 
the data for each item in the above list. 

(c) 	 Design a work form for collecting the above data and a punched
card form for punching these data onto data tabulation cards after 
they are collected. 

(d) 	 Specify the tabulations that you would need to answer each of the 
above six questions. 

(e) 	 Imagine that an organization made a poor showing on all of the six 

items. Write in fictitious percentages or rates into the tables.which 
would illustrate this fact. Then write in fictitious data that would 
show that the organization. was performing well on all six items. 

2. Using the work forms developed in the above exercise, get permission to 

code 100 cases from the personnel files of a health, social welfare or family 

planning organization. 
(a) 	 How much of the needed data is completely missing from the files 

because it was not an item on any personnel data form? 
(b) 	 How much of the data you need is missing because personnel office 

employees failed to ask for the information or to record it? 
(c) 	 Using the data you are able to accumulate, and taking account of 

their limitations, how does the organization rate on each of the six 
questions? 

3. On the basis of the above experience, what recommendations do you 

have for maintaining employee records of white-collar workers in this particu

lar organization? 
(a) 	 What modifications of the record forms do you propose? 
(b) 	What modifications of the instructions for use of the forms do you 

propose? 
(c) 	What suggestions do you have for maintaining a summary work 

form for the employee that summarizes on one or two pages his 
entire personnel file? How often should these summaries be up
dated-continuously, monthly, quarterly, semi-annually or annual
ly? 

(d) 	How much do you think would be gained by computerizing the 
summary? Would the cost be worth it? 
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4. Visit an organization known to have an unusually good and complete 
set of personnel records. Study the procedures they follow for collecting, 
coding, tabulating, analyzing and interpreting data. What problems do they 
solve with these data that you had not previously thought about? What tabu
lations do they make that you think are needless? 

5. Develop as many other important questions as you can that a personnel 
data system should be able to answer in order to improve efficiency, effective
ness, employee satisfaction, managerial decision making, and long-range plan
ning. 

6. It is claimed that maintaining complete files of personnel actions violates 
the human rights of individual employees. It gives easy access to detrimental 
information to persons who may be in a position to use it maliciously. The in
dividual employee is given no warning that negative information is being 
placed in his file, and he has no opportunity to confront the charges and pre
sent counter-evidence. Some personnel officers may place a great deal of 
hearsay and unconfirmed accusations or gossip in the file. At the time the 
employee changes employers, the new employer may contact the former 
employer; he may refuse to employ the person because of the negative infor
mation which the file contains, but of which the worker may be innocent. 

What is your position on this question? What compromise position might 
you suggest? Should an employee have a right to examine his file upon request 
and challenge allegations which it contains that he thinks are untrue? Should 
limits be placed upon the types of negative information that can be filed? 
Should files be purged periodically of all negative information that is more 
than a given number of years old? . 



ChapterEleven 

EVALUATION OF PERFORMANCE OF INDIVIDUALS
 
AND GROUPS
 

The overall quality of the work force should be determined at periodic in

tervals. Persons who are doing outstandingly well should be identified and 

considered for increases in salary or promotion; persons whose work is below 

standard should be identified and scheduled for counscling or retraining. An 

employee rating procedure, wherein each supervisor rates each employee for 

whom he is directly responsible, is the vehicle by which this evaluation is per

formed. It may be done monthly, quarterly, semi-annually, or annually, de

pending upon the nature of the work, the qualifications of the employees, 

and organization policy. The rating may be called an efficiency report, per

formance rating, or job evaluation. The third reading reproduces a typical 
form used for such ratings. 

A form for rating employees must be drawn up by the personnel manager 

in consultation with his superior officers. Factors that represent essential acti

vities, skills, or qualifications in carrying out the particular job at which the 

person is employed are listed on the form. For each of these items, several 

degrees of performance (from outstandingly good to very bad) are indicated 

as possible ratings. Usually there are at least four and perhaps as many as ten 
on which the employee is to be evaluated.degrees of rating for each item 

The more job-specific the items are, and the more clearly defined the items 

on which ratings are to be performed, the more precise will be the ratings. 

The items on which the employee is rated may cover quantity of work, quali

ty of work, knowledge of his d'ities, supervisory capabilities, relations with 

270 
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fellow workers, treatment of clients, and punctuality and absence from work. 
Usually the items on which the employee is rated are weighted and added to 
obtain a'total score. If a standard rating form listing a large number of items 
is used, the weights may vary from zero (not relevant) to any predesignated 
number (usually not more than 5). If all items listed on the form are equally 
important, e."ch item is simply scored as one. 

Ideally, each employee should be rated on the items in his job specification 
or job description (Chap',er 4) and the weights should reflect the relative im
portance attached to each item in the job specification. However, this is not 
possible. The various rating systems are a compromise with this ideal, in an 
effort to save time and effort ,rad to attain comparability. 

After each employee is rated, it is customary for his supervisor or employer 
to go over the ratings with him. This lets the employee know where he stands 
in the estimation of his supervisor and how his work compares with that of 
his fellow workers. It provides an opportunity for the supervisor to point out 
aspects of performance that nieed to be improved and to give recognition for 
unusually strong areas of performance. 

The use of rating scales is beset with problems. Supervisors do not always 
fill them out with complete accuracy and correct judgment. Receiving poor 
ratings does not necessarily stimulate employees to improve their perfor
mance. The readings presented below, which discuss both sides of the ques
tion, are worthy of careful attention. 

Group evaluation. The evaluation of idividual workers tends to be rela
tive; the supervisor compares each worker with other workers under his super
vision. The average productivity of the entire group, however, may be higher 
or lower than that of other corresponding groups in the organization. For this 
reason, job evaluations should be paralleled with group evaluation. Objective 
,ecords of group productivity and proficiency should be kept. The record of 
the group should be kept in mind when reviewing the ratings of individual 
group members. 

An important consideration, not sufficiently emphasized in the readings 
below, is the danger of injustice, permanent damage to an employee, or depri
vation of ba,, human rights. A vengeful, malicious, or neurotic supervisor 
may place hearsay, exaggerated, or fabricated information in a file which, if 
accepted, can haunt an innocent employee for many years. Personnel manag
ers have an ob!ition to notify each employee of the existence of such infor
mation in his file, to permit him to read it, and to allow him to make whatever 
counter-statement or explanation he wishes. Unsubstantiated charges, made by 
persons no longer available to support them, should be removed from the file 
if there is no recent evidence to make them seem relevant. Improperly kept 
personnel files can be as vicious as the files of heamsay and gossip which secret 
investigators sometimes collect. Fresh informatior which would denigrate the 
character of an employee and make him ineligible for employment elsewhere 
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should be considered carefully before being piaced on file. The "critical inci
dent" method of evaiuation is particular!y subject to abuse or misuse. A 
senior officer of the organizaiion should make a periodic review of the rating 
files being maintained by the personnel manager to make sure that basic hu
man rights are not being 'iolated. 
Trainingfor perfornmance evaluation 

Many of the weaknesses of performance evaluation can be greatly reduced 

by giving a brief training to managers an(. supervisors on the objectives, ratio

nale, and procedures of evaluation. A one-hour session held once per year can 

do a grcat deal to make the ratings more valid and comparable, Such a training 

session can enlist cooperation, create understanding, and generate trust-in ad

dition to imparting knowledge of the rating system itself. A small brochure or 

leaflet that explains tl'e rating system-and its rationale and use-can also be 

helpfuI in training supervisors to pertc:rn this task better. 
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Make performance
 
appraisal relevant
 

Winston Oberg 

Foreword 
The author's position is that performance appraisal 
programs can he made considerably more effective 
if management will fit practice to purpose when 
setting goals and selecting appraisal techniques to 
achieve them. He presents a catalog of the strengths 
and weaknesses of nine of these techniques; then he 
shows how they can be used singly and in combina-

I ese frequently voiced goals of performance 
appraisal programs underscore the importance 
of such programs to any ongoing business or-
ganization: 

O Help or prod supervisors to observe their 
subordinates more closely and to do a better 
coaching job. 

O Motivate employees by providing feedback 
on how they are doing. 

o Provide back-up data for management de-
cisions concerning merit increases, transfers, dis-
missals, and so on. 

o Improve organization df.velopment by iden-
tifying people with promotion potential and pin-
pointing development needs. 


O Establish a research and reference base for 
personnel decsions. 

It has been estimated that over three fourths of 
U.S. companies now have performance appraisal 
programs.' 

iion with different performance appraisal objectives. 
He maintains that if management will undert-ike this 
matching effort, many familiar pitfalls of appraisal 
progni ns can be avoided. 

Mr. Obcrg is Professor of Management at the Grad
uatc School of Business Administration, Michigan 
State University. 

In actual practice, however, formal perfor
mance appraisal programs have often yielded un
satisfactory and disappointing results, as the 
growing body of critical literature attests.' Some 
critics even suggest that we abandon perfor
mance appraisal as a lost hope, and they point 
to scores of problems and pitfalls as evidence. 

But considering the potential of appraisal pro
grams, the issue should riot be whether to scrap 
them; rather, it should be how to make them 
better. I have found that one reason for fail
ures is that companies often select indiscrimi
nately from the wide battery of available perfor
i. s.e WR.Sprcgcl ant Edwin W. Mumma, Merit Rating of 
S ,.,, ,,tlEx cutves.(Au.tin, ureau of ,lRu-lnc Research, 
pJnivcriiy of Tcxa,, iVslt and Richs;. V. Miller, "Merit Rating in 
,uiutry: ASurvey of Current Practice and Prihlems," ILK Research , 

Fall ,vig. 
2. Sec, for example, Douglas McGregor, "An Uneasy Look at 
l'cifetnnanc Appraisal," HIM May-June tg7,p.99, Paul f.Thompson 
and Gcne W. Dalton. "Performance Appraisalk Managcr Beware," 

!ct Alish th-Anua Po A lhei W. Schrader, 

Pet.umongwl Quarterly, Fall 199, P. 2Q3. 

Reprinted by permission from HarvardBtsiness Review 50 (January-February, 1972), 61-67. Copyright 1972 by the 
President and Fellows of Harvard College; all rights reserved. 
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mance appraisal techniques without really think-

ing about which particular technique is best suit-

ed to a particular appraisal objective. 
For example, the most commonly used ap-

praisal techniques include: 
1. Essay appraisal. 
2. Graphic rating scale. 
3. Field review, 
4. Forced-choice rating. 
5. Critical incident appraisal. 
6. Management-by-obj;:ctives approach. 
7.Work-standards approach. 
8. Ranking methods. 
9. Assessment centers. 

Each of these has its own combination of 

strengths and weaknesses, and none is able to 

achieve all of the purposes for which manage-
ment institutes performance appraisal systems. 

Nor is any one technique able to evade all of 

the pitfalls. The best anyone can hope to do is 

to match an appropriate appraisal method to a 

particular performance appraisal goal. 

In this article, I shall attempt to lay the 

groundwork for such a matching effort. First, I 

shall review some familiar pitfalls in appraisal 

programs; ther., against this background, I shall 
assess the strengths and weaknesses of the nine 

commonly used appraisal techniques. In the 

last section, I shall match the organizational ob-

jectives listed at the outset of this article with 

the techniques best suited to achieving them. 

Some common pitfalls 

Obstacles to the success of formal performance 

appraisal programs should be familiar to most 

managers, either from painful personal experi-

ence or from the growing body of critical litera-

ture. Here are the most troublesome and fre-
quently cited drawbacks: 

0 Performance appraisal programs demand 
too much from supervisors. Formal performance 
appraisals obviously require at least periodic 
supervisor observation of subordinates' perfor-
mance. However, the typical first-line supervisor 
can hardly know, in a very adequate way, just 
what each of 2o, 30, or more subordinates is 
doing. 

o Standards and ratings tend to vary widely 
and, often, unfairly. Some raters are tough, 
others are lenient. Some departments have high-
ly competent people; others have less competent 
people. Consequently, employees subject to less 

competition or lenient ratings can receive higher 

appraisals than equally competent or superior 

associates. 
0 Personal values and bias can replace orga

nizational standards. An appraiser may not lack 
are somestandards, but the standards he uses 

times the wrong ones. For example, unfairly low 

ratings may be given to valued oubordinates so 

they will not be promoted out of the rater's de

partment. More often, however, outright bias 

dictates favored treatment for some employees. 
01 Because of lack of communication, em

ployees may not know how they are rated. The 

standards by which employees think they are 

being judged are sometimes different from those 

their superiors actually use. No performance 
appraisal system can be very effective for man

agement decisions, organization development, 
or any other purpose until the people being 

appraised know what is expected of them and 

by what criteria they are being judged. 

0 Appraisal techniques tend to be used as 

performance panaceas. If a worker lacks the 

basic ability or has not been given the necessary 

training for his job, it is neither reasonable to 

try to stimulate adequate performance through 

performance appraisals, nor fair to base salary, 
dismissal, or other nega*'ve decisions on such 

an appraisal. No appraisal program can sub

stitute for sound .election, placement, and train

ing programs. Poor performance represents some

one else's failure. 
01 In many cases, the validity of ratings is 

reduced by supervisory resistance to making the 
ratings. Rather than confront their less effec

tive subordinates with negative ratings, negative 

feedback in appraisal interviews, and below

average salary increases, supervisors often take 
the more comfortable way out and give average 

or above-average ratings to inferior performers. 
03 Performance appraisal ratings can boomer

ang when communicated to employees. Negative 
feedback Ii.e., criticism) not only fails to moti
vate the typical employee, but also can cause 
him to perform worse.8 Only those employees 
who have a high degree of self-esteem appear 
to be stimulated by criticism to improve their 
performance. 

13 Performance appraisals interfere with the 
more constructive coaching relationship that 
should exist between a superior and his sub
ordinates. Performance appraisal interviews tend 
to emphasize the superior position of the super. 
3. See Herbert H. Meyer,Emanuel gay, and John R.P. French, Jr., "Split 

Rote in Pcrformancc Appraiul," HBR January-mrmary ps,p. i3. 



visor by placing him in the role of judge, thus 
countering his equally important role of teacher 
and'coach. This is particularly damaging in or-
ganizations that are attempting to maintain a 
more participative organizational clinmate. 

A look at methods 
The foregoing list of major program pitfalls rep-
resents'a formidable challenge, even considering 
the available battery of appraisal techniques. 
But attempting to avoid the'-e pitfalls by doing 
away with appraisals themselves is like trying 
to solve the problems of life by commit-
ting suicide. The more logical task is to identify 
those appraisal practices that are (a) most likely 
to achieve a particular obiective and (b)least 
vulnerable to the obstacles already discussed. 

Before relating the specific techniques to the 
goals of performance appraisal stated at the out
set of the article, I shall briefly review each, 
taking them more or less in an order of in-
creasing complexity. The best-known techniques 
will be treated most briefly, 

1.Essay appraisal 

Iii its simplest form, this technique asks the rater 
to write a paragraph or more covering an in-
dividual's strengths, weaknesses, potential, and 
so on. In most selection situations, particularly 
those involving professional, sales, or manager-
ial positions, essay appraisals from former em-
ployers, teachers, or associates carry significant 
weight. The assumption seems to be that an 
honest and informed statement-either by word 
of mouth or in writing-from someone who 
knows a man well, is fully as valid as more 
formal and more complicated methods. 

The biggest drawback:to essay appraisals is 
their variability in length and content. More
over, since different essays touch on different 
aspects of a man's performance or personal qual
ifications, essay ratings are difficult to combine 
or compare. For comparability, some type of 
more formal method, like the graphic rating 
scale, is desirable, 

2. Graphicratingscalz 

This technique may not yield the depth of an 
essay appraisal, but it is more consistent and 
reliable- Typically, a graphic scale assesses a 
person on, the quality and quantity of his work 
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(is he outstanding, abbve average, average, or 
unsatisfactory?) and on a variety of other factors 
that vary with the job but usually include pei
sonal traits like reliability and cooperation. It 
may also include specific performance items like 
oral and written conmunication. 

The graphic scale has come under frequent 
attack, but remains the most widely used rating 
method. In a classic comp;trison between the 
"old-fashioned" graphic scale and the much 
more sophisticated forced-choice technique, the 
former proved to h- fully as valid as the best of 
the forced-choice forms, and better than most 
of them.' It is also cheaper to develop and more 
acceptable to raters than the forced-choice form. 
For many purposes there is no ieed to use any. 
thing more complicated than a graphic scale 
suplceicited by a few e;say questions. 

3. Field review 

When there is reason to suspect rater bias, when 
some raters appear to be using higher standards 
than others, or when comparability of ratings i& 
essential, essay or graphic ratings are often com
bined with a systematic review process. The field 
review isone of several techniques for doing this. 
A member of the personnel or central adman
istrative staff meets with small groups of raters 
from each supervisory unit and goes over each 
employee's rating with them to (a) d,rentify areas 
of inter-rater disagreement, (b) help the group 
arrive at a consensus, and (el determine that each 
rater conceives the standards similarly. 

This group-jiudgment technique tends to be 
more fair and more valid than individual ratings 
and permits the central %'aff to develop an 
awareness of the varying degrees of leniency or 
severity-as well as bias-exhibited by raters in 
different departments. On the negative side, the 
process is very time consuming. 

4. Forced-choicerating 

Like the field review, this technique was de
veloped to reduce bias and establish objecti,-e 
standards of comparis'n between individuals, 
but it does not invol',i the intervention of a third 
party. Although there are many variations of 
this niethod, the most comnon one asks rters 
to choose from among groups of statements those 
which hest fit the individual being rated and 

4.Ionis Acrkhirc and Rchaird Highlan. "FrdIrcd.Chuicc Perlnrmance 
Ratilngin a Mcthndhtlgcll Study," Per.sonneI I..rhtk,.y, Attuint911, P. m+. • 
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those which least fit him. The statements are 
then weighted or scored, very much the way a 
psychological test is scored. People with high 
scores are, by definition, the better employees; 
those with low scores are the poorer ones. Since 
the rater does not know what the scoring weights 
for each statement are, in theory at least, he 
cannot play favorites. He simply describes his 
people, and ,,omeone in the persor nel depart-
ment applies the scoring weights to determine 
who gets the best rating. 

The rationale behind this technique is diffi-
cult to fault. It is the same rationale used in de-
veloping selection test batteries. In practice, 
however, the forced-choice method tends to ir-
ritate raters, who feel they are not being trusted. 
They want to say openly how they rate someone 
and not be second-guessed or tricked into mak-
ing "honest" appraisals. 

A few clever raters have even found ways to 
beat the system. When they want to give average 
employee Harry Smith a high rating, they simply 
describe the best employee they know. If the 
best employee is Elliott Jones, they describe 
Jones on Smith's forced-choice form. Thus, Smith 
gets a good rating and hopefully a raise. 

An additional drawback is the difficulty and 
cost of developing forms. Consequently, the tech-
nique is usually limited to middle- and lower-
management levels where the jobs are sufficient-
ly similar to make standard or common forms 
feasible. 

Finally, forced-choice forms tend to be of little 
value-and probably have a negative effect-
when used in performance appraisal interviews. 

5.Criticalincident appraisal 

The discussion of ratings with employees has, 
in many companies, proved to be a traumatic 
experience for supervisors. Some have learned 
from bitter experience what General Electric 
later documented; people who receive honest 
but negative feedback are typically not moti-
vated to do better-and often do worse-after the 
appraisal interview.:" Consequently, supervisors 
tend to avoid such interviews, or if forced to 
hold them, avoid giving negative ratings when 
the ratings have to be shown to the employee. 

One stumbling block has no doubt been the 
unsatisfactory rating form used. Typically, these 
are graphic scales that often include rather vague 
traits like initiative, cooperativeness, reliability, 
and even personality. Discussing these with an 
employee can be difficult. 

The critical incident technique looks like a 
natural to some people ;or performance review 
interviews, because it giv.-s a supervisor actual, 
factual incidents to discuss with an employee. 
Supervisors are asked to keep a record, a "little 
black book," on each employee and to record 
actual incidents of positive or negative behavior. 
For example: 

Bob Mitchell, who has been rated as somewhat 
unreliable, fails to meet several deadlines during 
the appraisal period. His supervisor makes a note 
of these incidents and is now prepared with 
hard, factual data: 

"Bob, I rated you down on reliability because, 
on three different occasions over the last two 
months, you told me you would do something 
and you didn't do it. You remember six weeks 
ago when I.... 

Instead of arguing over traits, the discussion now 
deals with actual behavior. Possibly, Bob has 
misunderstood the supervisor or has good rea
sons for his apparent "unreliability." If so, he 
now has an opportunity to respond. His perfor
mance, not his personality, is being criticized. 
He knows specifically how to perfoim differently 
if he wants to be rated higher the next time. Of 
course, Bob might feel the supervisor was using 
unfairly high standards in evaluating his per
formance. But at least he would know just what 
those standards are. 

There are, however, several drawbacks to this 
approach. It requires that supervisors jot down 
incidents on a daily or, at the very least, a week
ly basis. This can become a chore. Furthermore, 
the critical incident rating technique need not, 

but may, cause a supervisor to delay feedback 
to employees. And it is hardly desirable to wait 

six months or a year to confront an employee 
with a misdeed or mistake. 

Finally, the supervisor sets the standards. If 
they seem unfair to a subordinate, might he not 
be more motivated if ,-' at least has some say in 
setting, or at least agreeing to, the standards 
against which he is judged? 

6. Managementby objectives 

To avoid, or to deal with, the feeling that they 
are being judged by unfairly high standards, nm
ployees in some organizations are being asked 
to set-or help set-their own performance goaL. 
Within the past five or six years, MBO has be
come something of a fad and is so familiar to 
5.M.y.i, Kay, ,,d Fr nch, op. .it. 



most managers that I will not dwell on it here. 
It should be noted, however, that when MBO 

is applied at lower organizational levels, em-
ployees do not always want to be involved in 
their own goal setting. As Arthur N. Turner and 
Paul R. Lawrence discovered, many do not want 
self-direction or autonomy." As a result, more 
coercive variations of MBO are becoming in
creasingly common, and some critics see MBO 
drifting into a kind of manipulative form of 
management in which pseudo-participation sub-
stitutes for the real thing. Employees are con-
suited, but management ends up rposing its 
standards and its objectives. T 

Some organizations, therefore, are introducing 
work-standards approach to goal setting in 

which the goals are openly set by management. 
In fact, there appears to be something of a vogue 
in the setting of such work standards in white-
collar and service areas. 

7. Work-standardsapproach 

Instead of asking employees to set their own 
performance goals, many organizations set icas-
ured daily work standards. In short, the work-
standards technique establishes work and staff
ing targets aimed at improving productivity. 
When realistically used, it can make possible an 
objective and accurate appraisal of the work of 
employees and supervisors, 

To be effective, the standards must be visible 
and fair. Hence a good deal of time is spent 
observing employees on the job, simplifying and 
improving the job where possib~le, and attempt-
ing to arrive at realistic output standards. 

It is not clear, in every case, that work stan-
dards have been integrated with an organiza-
tion's performance appraisal program. Hjwever, 
since the work-standards program provides each 
employee with a more or less complete set of his 
job duties, it would seem only natural that super
visors will eventually relate performance ap-
praisal and interview comments to these duties. 
Iwoul] expect this to happen increasingly where 
work standards exist. The use of work stan-
dards should make performance interviews 
less threatening than the use of personal, more 
subjective standards alone, 

The most serious drawback appears to be the 
problem of comparability. If people are eval-

Jolb.s and the Worker (Boston,Division (if Rccatch, Ibiavrd 
Blusines.s School, 1ij6%). 
A. Industrial 

. .In,is.rho,,I,Lvm hyorganization. 
e. xmple.Harty Levinso,."Management by Who,Obletv,4' HRR ful-^Auut 1970,P.125.Sfo 
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uated on different standards, how can the ratings 
be brought together for comparison purposes 
when decisions have to be made on promotions 
or on salary increases? For these purposes some 
form of ranking is necessary. 

8. Ranking methods 

For comparative purposes, particularly when it 
is necessary to compare people who work for 
different supervisors, individual statements, rat
ings, or appraisal forms are not particularly use
ful. Instead, it is necessary to recognize that corn
parisons involve an overall subjective Judgment 
to which a host of additional facts and impres
sions must somehow be added. There is no single 
form or way to do this. 

Comparing people in different units for the 
purpose of, say, choosing a service supervisor 
or determining the relative size of salary in
creases for different supervisors, requires sub

jective judgment, not stetistics. The best ap
proach appears to be a ranking technique in
volving pooled judgment. The two most effec
tive methods are alternation ranking and paired 
comparison ranking. 

Alternation ranking: In this method, the names 
of employees are listed on the left-hand side of 
a sheet of paper-preferably in random order. If 
the rankings are for salary purposes, a super
visor 's asked to choose the "'.ist valuable" 
employee on the list, cross 'is ..dme off, and 
put it at the top of the colur,., on the right-hand 
side of the sheet. Next, he selects the "least 
valuable" employee on the list, crosses his name 
off, and puts it at the bot,',ni of the right-hand 
column. The ranker the.s selects the "most 
valuable" person f )m the remaining list, crosses 
his name off and enters ii below the top name 
on the right-' md list, and so on. 

Paired-comparison ranking: This technique is 
probably just as accurate as alternation ranking. 
and might be more so. But with large numbers 
of employees it becomes extremely time con
suming and cumbersome. 

To illustrate the method, let us say we have 
five employees: Mr. Abbott, Mr. Barne., Mr. 
Cox, Mr. Drew, and Mr. Eliot. We list their 
names on the left-hand side of the sheet. We 
compare Abbott with Barnes on whatever cri
terion we have chosen, say, present value to thr. 

If 'wefeel Abbott is more valuable
than Barnes, we put a tally beside Abbott's name. 



278 READINGS IN PERSONNEL MANAGEMENT 

We then compare Abbott with Cox, with Drew, 
and with Eliot. The process is repeated for each 
individual. The man with the most tallies is the 
most valuable person, at least in the eyes of 
the rater; the man with no tallies at all is re-
garded as the least valuable person. 

Both ranking techniques, particularly when 
combined with multiple rankings (i.e., when two 
or more people are asked to make independent 
rankings of the same work group and their lists 
are averaged), are among the best available for 
generating valid order-of-merit ranikings for sal-
ary administration purposes. 

9. Assessment centers 

So far, we have been talking about assessing past 
performance. What about the assessment of fu-
ture performance or potential? In any place-
ment decision and even more so inl promotion 
decisions, some prediction of future performance 
is necessary. How can this kind of prediction 
be made most validly and most fairly? 

One widely used rule of thumb is that "what 
a man has done is the best predictor of what he 
will do in the future." But suppose you are pick-
ing a man to be a supervisor and this person has 
never held supervisor)' responsibility? Or sup-
pose you are selecting a man for a job from 
among a group of candidates, none of whom has 
done the job or one like it? In these situations, 
many organizations use assessnent ce" to 
predict future performance more accurately. 

Typically, individuals fron diffcrenat depart-
ments are brought together to spend two or three 
days working oi individual and group assign-
ments similar to the ones they will be ha",- Aiing 
if they are promoted. The pOoled ijLdgmen-z of 
observers-sometimes derived by paired com-
parison or altenlatio ranking leads to an order-
of-merit ranking ftor each participant. Less struc-
tured, subjective judgments are also made. 

There is a good deal of evidence that people 
chosen by assessment ceitter methods work out 
better than those ntt chosen by these methods.-" 
The center also makes it possibie for people who 
are working for departments of low status or low 
visibility in an organization to become visible 
and, in the competitive situation of an assess-
ment center, show how they stack tip against 
people from more well-known depamrante.This 
has the effect of equalizing opportunity, improv-

8.See, forexample, Robert C. Albmok, "Spot Executive! Early," 
Furtun, July 1968, p.lob and William C. Byham, "A s,,maent Centers 
for Spotttng Futu Manasge," HBRJuly-August 1970, p. 1 So. 

ing morale, and enlarging the pool of possibk 
promotion candidates. 

Fittingpractice to purpose 

In the foregoing analysis, I have tried to sho0 
that each performance appraisal technique hat 
its own combination of strengths and weak. 
nesses. The success of any program that make. 
use of these techniques will largely depend oii 
how they are used relative to the goals of tha; 
program. 

For example, goal-setting and work-standard 
methods will be most effective for objectivt 
coaching, counseling, and motivational puy. 
poses, but some form of critical incident ap 
praisal is better when a superv.sor's personal 
judgment and criticism are necessary. 

Comparisons of individuals, c;pecially in win. 
lose situations when only one person can be 
promoted or only a limited number can be given 
large salary increases, necessitate a still different 
approach. Each person should be rated on the 
same form, which must bL as simple as possible, 
probably involving essay and graphic responses. 
Then order-of-merit rankings and final averag. 
ing should follow. To be more explicit, here 
are the appraisal goals listed at the outset of this 
article and the techniques best suited to them. 

Help or prod supervisors to observe their sub. 
ordinatesmore closely and to dG; a better coach. 
ing job. 

The critical incident appraisal appears to be ideal 
f(,. this purpose, if supervisors can be convinced 
they should take the time to look for, and record, 
significant events. Time delays, however, are a 
major drawback to this technique and should 
be kept as short as possible. Still, over the longer 
term, a supervisor will gain a better knowledge 
of his own performance standards, including 
his possible biases, as he reviews the incidents 
he has recorded. He may even decide to change 
or reweight his own criteria. 

Another technique that is useful for coachint 
purposes is, of course, MBO. Like the critical in. 
cident method, it focuses on actual behavior and 
actual results which can be discussed objective. 
ly and constructively, with little or no need for 
a supervisor to "play God." 

Motivate employees by providing feedback on 

how they are doing.
 



The MBO approa.ch, if it involves real participa-
tion, appears to be most likely to lead to an 
inner conmitment to improved performance. 
However, the work-standards approach can also 
motivate, although in a more coercive way. If 
organizations staff to meet their work standards, 
the work force is reduced and people are com
pelled to work harder. 

The former technique is more "democratic," 
while the latter technique is more "auto-
cratic." Both can be effective; both make use 
of specific work goals or targets, and both pro-
vide for knowledge of results. 

If performance appraisal information is to be 
communicated to subordinates, either in writing 
or in an interview, the two most effective tech-
niques are the management-by-obiectives ap-
proach and the critical incident method. The 
latter, by commun.icating not only factual data 
but also the flavor of a supervisor's own values 
and biases, can be effective in an area where ob
jective work standards or quantitative goals are 
not available. 

Provide lack-up data for management decisions 
concerning merit increases, promotions, trans-
fers, dismissals, and so on. 

Most decisions involving employees require a 
comparison of people doing very different kinds 
of work. In this respect, the more specifically 
iob-related techniques like management by ob-
jectives or work standards are not appropriate, 
or, if used, must be supplemented by less re-
stricted methods. 

For promotion to supervisory positions, the 
forced-choice rating form, if carefully developed 
and validated, could prove best. But the difficulty 
and cost of developing such a form and the re-
sistance of raters to its use render it impractical 
except in large organizations. 

Companies faced with the problem of select-
ing promotable men from a number of depart-
ments or divisions might consider using an 
assessment center. This minimizes the bias re-
sulti";, from differences in departmental "vis-
ibility ' and enlarges the pool of potential pro-
motables. 

The best appraisal method for most other 
management decisions will probably involve a 
very simple kind of graphic form or a combined 
graphic and essay form. If this is supplemented 
by the use of field reviews, it will be measurably 
strengthened. Following the individual apprais-
als, groups of supervisors should then be asked 
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to rank the people they have rated, using a tech
nique like alternation ranking or paired corn
parison. Pooled or averaged rankings will +hen 
tend to cancel out the most extreme forms of 
bias and should yield fair and valid order-of
mcrit lists. 

Inprme organization development by identify
ing people with promotion potential and pin
pointing develolpinet! needs. 

Comparison of people for promotion purpcses 
las already been discussed. However, identifica
tion of training and development needs will 
probably best-and most simply-come from the 
essay part of the combined graphic/essay rating 
form recommended for the previous goal. 

Establish a reference and research base for per
s0nnel decisions. 

For this goal, the simplest form is the best form. 
A graphic/essay combination is adequate for 
most reference purposes. But order-of-merit sal
ary rankings should be used to develop crite
rion groups of good and poor performers. 

Conclusion 

Formal systems for appraising performance aic 
neither worthless nor evil, as some critics have 
implied. Nor are they panaceas, as many man
agers might wish. A formal appraisal system is, 
at the very least, a commendable attempt to 
make visible, and hence improvable, a set of 
essential organization activities. Personal judg
ments about employee performance are inescap
able, and subjective values and fallible human 
perception are always involved. Formal appraisal 
systems, to the degree that they bring these per
ceptions and values into the open, make it pos
sible for at least some of the inherent bias and 
error to be recognized and remedied. 

By improving the probability that good per
formance will be recognized and rewarded and 
poor performance corrected, a sound appraisal 
system can contribute both to organizational 
morale and organizational performance. More
over, the alternative to a bad appraisal program 
need not be no appraisal program at all, as some 
critics have suggested. It can and ought to be a 
better appraisal program. And the first step in 
that direction is a thoughtful matching of prac
tice to purpose. 

http:approa.ch
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THE NATURE AND INTERPRETATION 

OF EMPLOYEE MERIT RATINGS* 

Hawthorne Works, Western Electric Company 

The system of employee merit ratings 
as discussed in the following manuscript 
was devised at Wcstern Electric's Haw-
thome Works, Chicago, and has been 
used at Hawthorne. Other Western Elec-
tric plant locations "may use different 
systems of merit ratings, 

THE NATURE OF 

EMPLOYEE RATINGS 

First of all, it is necessary to keep in 
mind that a rating is a record of opinion 
about an employee. Much misunder-
standing of the use and interpretation 
of ratings has grown out of failure to 
recognize this principle, 

Interest in employee ratings involves, 
fundamentally, a recognition of the fact 
that most of our important decisions 
about employees are based, in part, on 
"intangible" factors-that is, on considera-
tions which cannot be "measured" in the 
sense in which the number of piece parts 
in a pan can .be counted. We know, for 
example, that, assuming that a man's out-
put is up to standard, his versatility and 
dependability might weigh more heavily 
in his supervisor's estimate than would 
unusually high output. His ability to 
cooperate, to get along with people, to 
"fit" into the organization, will also count, 
Such factors as these receive considera-

From Training Department, Personnel Se-
ice Branch, Chicago. Used by permission of 
the Company. 

tion in all personnel adjustments, such as 
lay-off, transfer, promotion, and rate re
visions, 

These intangible factors are not meas
ured as piece parts are counted, but this 
must not be interpreted as meaning that 
they are not "real." We are constantly 
making judgments, such as that Jones is 
more dependable than Smith, that he has 
more initiative, that he makes a better 

impression on people, that on the whole 
he is doing a better job. We have some 
confidence in these judgments, and we 
act on the basis of them. 

That these judgments of intangible; 
factors are not a figment of our own imag
ination is evidenced by the fact that other 
persons who are in a position to judge 
Jones and Smith will agree with us rea
sonably well. If this were not true, no 
group of supervisors could ever reach an 
argeement that Jones should be pro
moted, given a raise, or retained on the 
pay roll instead of Smith, whenever such 
a decision is required. 

The fact that various competent judges 
will agree reasonably well in their judg
ments of intangible factors bears on the 
statement sometimes made, that "ratings 
are really a rating of the rater rather than 
of the person presumably being rated." 
Of course, such factors as personal preju
dice and imperfect opportunity to ob
serve a person color our ratings of him. 

However, we could not agree reasonably 

well with other persons, either in rating
people or in making personnel changes, 

Reprinted by permission from PerformanceAppraisal: Research and Practiceby Thomas L.
 
Whisler and Shirley F. Harper (eds.). Copyright 1962 by'Holt, Rinehart and Winston, Inc.
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if these purely personal peculiarities 1. A rating should always be interpreted 
were the dominant factor in our judg- as having a "zone of uncertainty." 
ments. 2. No rating should be expected to tell 

It is sometimes said that "it is wrong the whole story with regard to an individual. 
to pigeonhole people. People vary in such These two points are discussed in the 
complicated ways, and the whole thing following paragraphs. 
is so 'intangible' that we should not try 
to sum it all up and put them in fixed THE "ZONE OF 
pigeonholes." 

Actually, it is inevitable that people * UNCERTAINTY" 
are pigeonholed. Their rates of pay pi- IN RATING 
geonhole them with respect to each other. 
Their level in the Company pigeonholes We have so far focused attention on 
them. All the machinery for "maintepance the fact that in our judgments of the in
of pay differentials" and for providing tangible factors affecting the value of 
labor grades and supervisory levels points employees we agree reasonably well, so 
to the necessity of classifying, or "pigeon- that records of judgment, or personnel 
holing," people in a few broad ways. adjustments based on judgment, will not 

It is management's concern simply to be a matter of whim or chance. It will be 
insure that the classification of people obvious, however, that these judgments 
shall be done wisely rather than by cannot be perfect, and that in conse
chance, and that the classification shall quence, no record of them can be ex
be subject to frequent and careful re- pected to be 100% correct. For example, 
vision. Ratings should be viewed, then, if there are 25 punch press operators in 
as a tool for use in the revision of classi- a department, a rating will show that one 
fications, rather than as a device which of them ranks 12th, another 13th. The 
of itself tends to "pigeonhole" persons "zone of uncertainty" is certainly wide 
who otherwise would not or should not enough that no important differential 
be pigeonholed. treatment should be accorded these two 

The above presents some thoughts with men on the assumption that one was 
regard to the nature of ratings. Itis based really better than the other. On the other 
on recognition of the fact that human hand, the man who ranks first in such a 
iudgment plays an important part in our group, and the one who ranks last, are 
classification of people; that judgment is almost certainly different. The "zone of 
dependable in that various qualified uncertainty" would not be this broad. 
judges will agree reasonably well in their The "zone of uncertainty" is affected 
judgments of people; and that ratings by many factors. If we keep in mind that 
must be interpreted as a record of judg- ratings are records of a mates opinions, 
ments or opinions, it will be clear that we cannot expect the 

We may now turn to some precautions rating assigned by a man to provide di
with regard to the use of ratings, keeping rect comparisons of a type which the man 
in mind the nature of ratings. Two pre- himself is not in a positon to make. His 
cautions are of particular importance. rating cannot tell you something which 
These are: I - himself does not even know. 
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For example, a man's highest ranking 
punch press operator is very likely better 
than his 25th operator. But is his best 

some other super
operator better than 

visor's 25th operator in some other or-

ganization? The rater himself does not 
know. We may say that in all probability 
the two organizations are reasonably 
comparable, so that the best man in one 
is likely to be better than the lowest man 
in the other. But our "zone of uncer-
tainty" is greater than when the men 
being compared are both in the same 
organization. 

It may be useful to list some of the 
major factors which affect the "zone of 

uncertainty." 

1. The smaller the number of raters, 
the greater the zone of uncertainty, 

2. The smaller the number of employees 
in similar work in the organization, the 
greater the zone of uncertainty. A rating 
of departmental stenographers, for exam-
ple, where a rater may know the work of 
no other stenographers, has a wider zone 
.of uncertainty than a rating of punch press 
operators in organizations employing a large 
number of people on such work. 

3. Comparisons among men in different 
organizations have a wider zone of uncer
tainty than among men in the same organ-
ization. 

4. Comparisons of men in somewhat dif-

ferent occupations have a wider zone of 
uncertainty than among men doing exactly 
the same work. 

5. The longer the time since the rating 
was made, the greater the zone of uncer-
tainty that it is true at the present time. 

Ali these data are available on the in-
dividual personnel merit-rating record 
form and are kept in mind by the per-
sonnel organization in interpreting rat-
ings. 

RATINGS DO NOT TELL 
0 

THE WHOLE STORY 

Disregarding the zone of uncertainty, it 

must be kept in mind that our judgment 
of a man's general effectiveness, for exam
pie, is not the only factor involved when 
he is being considered for transfer, up

grading, rate revision, lay-off, or other 
change in status. The promotion of the 

most "meritorious" individual is not al

ways the most equitable or the most sens
ible action to take at a given moment. 
Some other individual may be peculiarly 
fitted for the particular job which is to 

be filled. Or some other individual may 
have broader Company experience which 
fits him for an immediate promotion over 
another who is, in one sense, doing a more 
effective job. 

Ratings may thus be thought of as pro
viding a guide or a basis for discussion, 
rather than as providing a cut-and-dried 
answer to all problems of personnel ad-

RATINGS AS A 
* CONTROL MECHANISM 

The use of e. -loyee ratings as a guide 

in effecting perronnel adjustments may 

be thought of as a control mechanism, 
much as labor grades and rate ranges are 
used as control mechanisms. Ratings in 
this sense may be used by higher level 
supervisors and by the personnel organ
izations. Here are some questions which 
a supervisor might ask, to which ratings 
would provide relevant information. 

1. When promotions are recommended, 
are the men chosen generally those who 
have received high ratings? When this is 



not the case, has it been agreed that other 
factors justify this choice? 

2. Have we had an opportunity to look 
at outstanding men in other organizations 
before filling our promotional jobs? Have 
we reasonable assurance that the men we 
have looked at in other organizations are 
really outstanding? 

3. At times of lay-off, are we tending to 
lose our best people, or are we improving 
the organization, consistent with proper 
consideration for service? 

4. In taking people from other organiza-
tions which are reducing their force, have 
we obtained a reasonable cross-section of 
their people, or have we been asked to take 
more than our share of the employees re-
ceiving low ratings? 

5. In determining pay increases, are we 
giving proper attention to our most effective 
people, consistent with their service and 

their type of work? If pay increases are 
re-recommended for employees who have 

ceived low ratings, has it been agreed that 
other factors in the situation justify this 
action? 

6. In rehiring, are we giving proper pref-
erence to those whom we had previously 
considered to be most effective? 

From the standpoint of the Pei onnel 

Placement organization, ratings night 

be involved in answering the same ques-

tions as those listed above, with emphasis 

on coordinating the personnel activities 

of the various organizations. Placement 

people could assure themselves, for ex-

ample: 

1. That outstanding people in each or-
ganization are not overlooked in consider-
ing promotions, either in that organization 
or elsewhere in the Works. 

2. 	That in large-scale transfers from one 
to another, a fair cross-sectionorganization 

of people 	are transferred. 
3. That in lay-off and rehiring, improve-

ment of the personnel is brought about to 

as great an extent as possible. 
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It should be clearly understood that 
this control function of ratings, like most 
control mechanisms, rests on the needs 
of a reasonably large company. It is not 
possible for the immediate supervisor 
of an operating unit, for example, to 
know what outstanding persons there 
kno ats on ther e 
are in other parts of the Works, who 
might be well fitted for work in his 

unit. Nor is it possible for him to locate 

opportunities for his own outstanding 
people, which may be better than any 
position available in his own unit. In 
a large organization, it cannot be ex
pected that outstanding people will be 
placed to their own and the Company's 

best advantage simply as a result of the 

routine contacts among hundreds of su
pervisors. Systematic procedures for lo

cating these outstanding people may be 

expected to improve placement from the 

over-all Company standpoint. 

DO RATINGS HELP OR 

* 	 HAMPER THE IMME-

DIATE SUPERVISOR?
 

Still viewing ratings as a control mech

anism, chiefly used as information for 
organsupervisors and for personnel 

izations, 	 does this mechanism help or 

hamper the personnel activities of the 

immediate supervisor? There is undoubt

edly some hesitancy on the part of some 

supervisors to put down in black and 
white their opinions of their people, for 
fear that this record may upset some 
personnel change which they may later 
wish to recommend. 

tion of the usefulness of employee rating 

procedures. Two observations occur in 

connection with it. 
If ratings are rightly used, they do not 
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tend to hamper the supervisor in any 
action which is to the best interest of 
the Works as a whole. 

If he wishes to transfer an employee 
with a low rating, he will be hampered 
in doing so by virtue of the rating which 
shows that the man has a low rating. 
However, another supervisor who might 
have that man "wished" on him may be 
grateful for the record. The proper 
placement of this employee then be-
comes, as it should, a matter of serving 
best the interests of the employee and 
the Company as a whole, rather than 
ate of immediate advantage to any 
a matter ofiv 
one organization, 

If a supervisor wishes to hold on to an 
outstanding man for whom better op
portunities exist elsewhere in the Works, 
he will be hampered by the record, 
which may mark that man for special 
attention. However, if a supervisor has 
a spot for an outstanding man, his work 
will be facilitated by the existence of 
recoids which provide him with candi-
dates throughout the Works who were 
not put forth simply by organizations 
having sot-eone to "sell." 

Of course, it is not meant to imply 
that supervisors customarily follow self-
ish or unfair tactics in giving informa-
tion for a particular purpose to other 
organizations. It is only meant that un-
less a purely selfish action is contem-
plated, which is not in line with over-all 
Company interests, ratings, if properly 
used, should tend to facilitate the action 
rather than hamper it. 

If ratings are improperly used-that 
is, without regard for the cautions out-
lined-then a supervisor may be ham-
pered in taking an action which, every-
thing considered, is reasonable. If higher 
supervisors or personnel people should 
require all personnel changes to be 

strictly in accordance with ratings, with
out proper regard for other factors in 
the individual Atuation, then it is not to 
be expected that the action thus re
quired will be necessarily correct, arnd 
the individual supervisor may feel that 
ratings have hampered him rather than 
helped him in carrying on his work. 

It is thus essential that those who 
maintain controls on personnel changes, 
in part through the use of ratings, must 
recognize: 

1. The "zone of uncertainty" in ratings. 
2. That ratings do not tell the whole 

story and should be used only as a guide 
or a basis for discussion in determining 
proper personnel adjustments. 

Assume, for example, that a Supervisor 
wishes to promote or upgrade an em
ployee. He will prepare the necessary 
forms and requisitions, and will state, 
probably in written form, the basis upon 
which he is recommending this particu
lar action. 

These forms will then go to the proper 
line executives and personnel organiza
tions for approval. These persons have 
been given the responsibility, As a part 
of their job, of taking a broad look at 
all personnel readjustments in their ter
ritory, and of assuring themselves, be
fore approval, that the action is in line 
with Company policies and practices and 
that it will serve the best interests of 
the Company and the employee. 

If the person being recommended 
differs radically in any respect from the 
type of person who would normally be 
chosen for upgrading, this difference will 
flag the attention of those who are re
sponsible for approvals. If he has unusu
ally short service, for example, they may 
wish to be informed, in some detail, as 
to whether longer service employees with 



similar experience were given considera-

tion, and as to the reasons why such em-

ployees were not chosen. 
recom-Assume that the person being 

low rating. Neithermended has a very 

this, nor any other single consideration, 

should be used as a basis for c!sapproval 

of the proposed action. It should simply 
give rise to discussion along these lines: 

1. Have we looked at Jones, who re-

ceived the highest rating in this line of 
work in our organization? What were our 
reasons for not upgrading him? 

2. What of the others who were ratcd 
considerably above the man who has been 
chosen in our organization? 

3. Have we looked at men with similar 

experience 	in other organizations who rated 
were our rea-higher than this man? What 

sons for rejecting them? 

4. Can we give some evidence, in spite 

of this man's low rating, for our belief that 

he can handle the work to which we are 

recommending his promotion? 

If the answers to such questions as 

these indicate that the action being 

recommended has been given proper 

thought and that no important consid-

erations have been overlooked, then the 

such as a low rating,unusual factors, 
would not be expected to 	stand in the 

way of approval of the recommendation, 

POSSIBLE ADVANTAGES 
OF EMPLOYEE RATINGS 

eH 

CONTROL MECHANISM 

Certain arguments are sometimes ad-

in favor of employee ratings,vanced 

which may be listed here. 


1. That employees would prefer to be 
rated, since it gives them a feeling that 
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the Company is trying systematically to 

provide opportunities and recognition for 

them. There is less chance of being "lost 

in the shuffle." 
to which rating proceduresThe exteot 

are being suggested by labor organizations, 
ai&J appear in labor contracts, would seem 

to bear this out. Doubtless, outstanding 

employees would welcome rating proce
dures more than less competent ones. It is 

difficult to evaluate the extent to whichemlysarcoendabutemte. 

employees are concerned about the matter. 
In some cases, they may not even know 
that they are being rated. 

2. That it is desirable for supervisors to 
be impressed by this evidence that the 
Company considers employee recognition 
and mobility to be important and worth 

to which ratings doattention. The extent 
foster this feeling among supkrvisors is 

unknown. 
3. That supervisors benefit, 	 in handling 

their people, from having taken the time to 

and evaluate their employees asthink over 
rating them. This appearsis necessary in

reasonable, although the extent to which 

ratings improve the supervisor's thinking in 

this way is, of course, difficult to evaluate. 

Cor ,nents from a number of supervisors 

indicate that the time they have devoted to 

rating their people has been helpful. 

4. That the ratings themselves give tha 

supervisor new information about his peo
ple-tell him something he did not know 
before. 

This is quite improbable, if we recall 

that the ratings are records of his opinions 
about his people. It does ziot appear likely 
that the immediate supervisor will find 
much need for consulting the ratings in 

determining the standing of his own people. 
5. That there is an educative value in 

ratings for the person being rated, since it 

is possible, on the basis of ratings, for the 

supervisor to point out an employee's strong 

and weak points to him and thus assist him 
in developing himself. This is possibly a 

very real point, as far as a detailed analyti
cal rating of a man is concerned. 
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aThe procedures to be used in getting 
good rating for control purposes are quite 
different from those which should be used 
if the educational va!ue to the employee is 

to be emphasized. It is confusing if these 
two objectives are mixed. Present emphasis 
at Hawthorne is on obtaining good ratings 
for over-all control purposes. 

6. 	The ratings may also be used to coun-

sel and aid the employee in his personal 
development. 

USE OF RATINGS 

AT HAWTHORNE 

As stated above, ratings at Tlawthorne 

are now serving largely as a control 

mechanism. Continuous and systematic 
use of them is being made by the per-

sonnel organization. Instances could be 

given of the use of ratings as a basis for 

discussion in connection with practically 
every question listed earlier in this re-
port under the heading Ratings as a 
Control Mechanism. 

Use of ratings by the line organiza-

tions, on the other hand, has been 

increasing. As a result of their experi-

in 	 making ratings and in usingence 
them, supervisors have indicated their 

confidence in the ratings and the need 
nconsidering personnel 


hgesmwn e s fnot 


changes. Some otganizations feel the 


importance of ratings so strongly that 

they would carry on rating programs for 
their own use even if the Works as a 


Other organ-
whole were not doing so. 
izations use the ratings chiefly when the 

matter is brought up in their dealings 
with personnel people. 

o 	 SUMMARY 

The chief points covered in this state

ment are: 

1. That ratings must be recognized as 
records of opinion. 

2. 	 That ratings should be interpreted 

two particular precautions in mind.with 
These are; 

(a) A rating should always be inter

uncerpreted as having a "zone of 

(b) No rating should be expected to tell 

the whole story with regard to any 
personnel adjustment. Ratings should 
be used rather as a basis for discus
sion of proposed personnel changes. 

3. That the use of employee ratings as a 
guide in effecting personnel adjustments 
may be thought of as a control mechanism, 
much as labor grades and rate ranges are 
used as control mechanisms. In this sense, 

ratings are chiefly used by higher level 

supervisors and by personnel organizations 

in connection with their responsibilities for 

approval of personnel adjttments. 
4. That this use of ratings as a control 

mechanism, if properly administered, should 
tend to hamper a supervisor in making 

any personnel adjustment which is to the 

best interest of the Works as a whole. 
5. That there are certain possible advan

tages of employee ratings other than as a 
control mechanism. These points have been 

discussed briefly, 
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Personnel Evaluation Rating Scale
 

JosEPh 

iiv ob~jctive assessieit of personnel is 
T always a dilficult task. Such assessment 

usually leads to promotions, salary increases 

and other types of rewards, or to the converse. 
including sometimes involuntary separation. 

Many types of psychological instruments 
can be involved in an assessment program 

when a company is willing to provide such 

services. If none are used. then the assessment 
is done on a verbal, face-to-face basis. In 

either case, an instrument which has great 

utility and practicality and which is economi-

cal in terms of both time and money is a 

rating scale. Rating scales consist of judg-
ments of how and to what degree an observed 

characteristic is associated with a given indi. 

vidual. As such, they are not meant to substi-
other forms of measurement andtute tor 

assessment; rather, they are intende d to sup-
plement them. Certainly an evaluator would 
not want to form a general opinion of a 
particular individual solelv on the basis of the 
resulhs of a rating scale, especially when the 
results, if negative. could be damaging. 

Labeling the Rating Scale 

In order for a rating scale to appropriately 
assess a given trait or characteristic, such as 

emotional stability, some brief guidelines 
num-should be used rather than merely the 

)ers 1,2, 3,4. and 5. with 1 signifying that the 

performance is inferior. 3 signifying the per-

formance is average, and 5 itilicating that the 
performance is superior. The use of a series of 

P. CANGEMI
 

unaccompanied, uncxplained numbers in a 
rating scale leaves far too much room for 

individual interpretation as to the varieties of 

different conduct each evalator has contem
plated under eachlu number in the scale. If 
even brief explanations accompany the num

at least a common reference hasbers, then 

been spelled out for each evaluator to follow.
 

And this, we must admit, is better than hv

ing plain numbers before an evaluator, with 
to follow, leavingabsolhtely no guidelines 

hini to guess what behavior is included under 

each of the numbers. Short, simple explana

tiis are generally recommended as being the 
most useful. 

Four ErrorsI void 

When using a rating scale, the evaluator 
should be careful to avoid the following com
mon errors: (1) personal bias, (2) central 
tendency, (3) halo effect, and (4) logical 
error. Personal bias errors are those that re
suit when the evaluator rates consistently all 

individuals too high or too low. The error of 
central tendency signifies that the evaluator 
seldom ever gives ratings at the extremes of 

the scale. Because of some personal weakness, 
he prefers to stay near the middle or average 
part of the rating. The halo effect usually is 

found in those operating under the presence 
of strong personal biases toward the individu
al. That is. the rater 'ates a person the same 

or nearly the same on all characteristics. (The 
halro errors appear in ratings which the rater 

Reprinted by permission from PersonnelJournal,Volume 49 (August, 1970), 665-67. 
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gives to a single individual, while personal trial use, which cati be of some value to 

bia, and central tendency errors appear in management in making evaluations of person

ratings which the rater gives to a number of nel, on both the executive and non-e..ecutive 

individuals.) The fourth err:or, the logical level. This particular scale has a built-in 

error, which is quite common, results from a advantage in that it is self-explanatory and 

misunderstanding of the characteristic to lie offers the opportunity of letting an individual 

rated. The rater rates an individual on his rate himself. Management rates an individual, 

narrow conception of the trait he is measur- and the individual is then allowed to rate 

ing. The logical error can be expected with himself using the identical scale. After a corn. 

high frequency when no definitions are found parison of both scales and a discussion of any 

regarding the characteristics being rated. discrepancies between them, the opportunity 
Like all measurement instruments of human for growth and development on the part of 

conduct, the rating scaic has some inherent the employee is enormous. A section at the 

weakness, oaximied or mninimed by the cnd of the scale labeled Observations was 

ojectivity of the evaluator. included to permit the evaluator to elaborate 

on anything lie might wish. Also, space wasProfessional-SupervisoryRating Scale 
provided between traits so that notes might be 

Below is a rating scale developed for indus- kept. 

PROFESSION AL-SU PERVISORY RATING SCALE 

Employee's N ame . ............ ............. ............ - . . . .. . .. .. 	 -------------------..................
..---------------.---------- ................... 


Supervisor's Name .. .................................. 	 .............. ............. ------


Purpose:The purpose of the Professional-Supervisory Rating Scale is to offer an objective approach tc the 
task of employee rating. Although only a judgment. a rating scale such as this presents valid additional 
data to those in supervisory and management positions whose responsibility it is to judge employee per
formance as well as select appropriate, deserving individuals for promotion. 

Directions: Below are several areas considcretl to be of concern to the organization. Accompanying each
 
the de4ree of positive or negative strength possessed by the
area are rating numbers assigned to represen 


employee in the area in question. A rating of "1" strongly indicates inferior quality; a rating of 'T'
 

indicates average achievement; a rating of "5" represents outstanding accomplishment. Ratings of "2"
 

and "4" represent "in-betweens." Employees with consistent ratings under "'3"should have their cases 

and records investigated in detail. They should he investigated to determine to what extent they are 

contributing to the organization. Employees with coiisistent ratings over "T' should be considered, along 

with other appropriate data, for possible future promotion. You should circle your choice. 

2 3 4 5 
I. 	 Cooperation 

Uncooperative Very cooperative 

1 2 3 4 5 
2. Responsibility Unreliable 	 Very responsible 

2 3 4 5 
3. Honesty 

Dishonest 	 Meets every situation squarely 



EVALUATION Gi; PERFORMANCE 289. 

52 3 4 

4. Emotional Stability 
Very emotional Well Balanced 	 Exceptionally stable 

1 2 3 4 5 
---- Purposeful5. Seriousness of Purpose 	 Purposelss 

5.1. 2 3 4 
6. Leadership Ability 

Poor, Incapable 	 Exceptional, Inspiring 

12 3 4 	 5 
E xcellent7. Job Achievem ent 	 P ExcellentPoor 

2 3 4 5 
8. Industry 	 Work..Se.do..y

Seeks additional workWorks Seldomly 

I 2 3 4 5 
.9. Concern for Others 	 - ..................... 


Very concernedAntisocial 

5I 2 3 4 
10. Appearance 	 Very poor Unusually neat 

1 2 3 4 5 
-- ---.- ...II. job Interest 

Strong interestLittle or no interest 

I 2 3 4 5 
Self Discipline12. 

A frequent discipline 	problem Good behavior 
No problemA trouble maker 

Q 3 4 5 
e13. 	 Desire to Learn Very i 

Unconcerned Very interested 

53 4! 2 

14. General Ability 	 Poor ability, Inadequate Very talented. bright 

1 2 3 4 5 

Little or none15. 	 Tardiness, Absenteeism Lt orlnone 
Very Often Tardy 

,4ddilionni Comments or Explanations: 

http:Work..Se.do
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A NEW LOOK AT 
PERFORMANCE APPRAISAL: 
THE SPECIMEN CHECK-LIST
 

Barry M. Cohen 

The specimen check-list represents abreakthrough in appraisal 
because its format minimizes appraiser-errors common in 

rat;ng, ranking, and essay appraisal methods. The specimen 
check-list requires the appraiser to diagnostically report 

behavicral incidents observed, based upon prompted recall. 

The valid appraisal of job performance is a serious 

and perplexing problem. There appears to be no one 

universal approach to it and appraisal scales now in 

existence vary markedly. They include these four 

methods: 

Ranking methods: the rater summarily judges com-

petence by ranking persons from top to bottom, pre-
rater tosumably by comparing the worth of each 

all others;atg eth ds: 


rating methods: the rater summarily judges compe-

tence by rating persons along a theoretical standard 

sometimes denoted by a line or series of boxes; 


essay methods: the rater summarily describes the 

competence of ratees by recalling past performance; 

check-list methods: the rater diagnostically reports 
the competence of ratees by identifying those be-
haviors he has observed from amongst a large domain 
of behaviors representing competence. 

The key to understanding the appraisal is not the 

scale per se, but the way the appraiser responds to 

the scale, to following format and completing the 

scale. Without understanding how the appraiser 
"appraises," it is impossible to interpret the validity 

of his appraisal. It is exacily in this area that there 
defects in these four most prominentare serious 

methods. In both ranking and rating methods, the 

appraiser judges a man's competence by estimating 

it on a scale from "high-to-low." The limits of "high
byto-low" are determined in the ranking method 

the level of the actual competencies of the persons 

being rated, and the top-bottom limits presumably 

vary from one work group to another. In the rating 
method, the limits of "high-to-low" are predefined 

by a theoretical range; presumably, regardless of 
how variable the actual competencies of differing 
work groups are, any group should fall within the 

theoretical range. 
Consider the possibilities for appraisers to err using 

these two methods. The appraiser may not judge 
competence accurately because he is 1) personally 
prejudiced against some personal attribute of the 
ratee; 2) untrained or inexperienced in appraisal, 

rater crrorsand tends to commit such common as 

leniency error; 3) unable to translate valid compe
to a scale whose limits high-to-lowtence estimates 

are too narrow or wide, given the actual competen
cies of those rated, and 4) similarly, unable to trans-

Reprinted by permission from Human ResourceManagement,Volume 11 (Spring, 1972), 18-22. 



late, because the limits of the scale are not adequate-
ly defined, so that it is unclear what scale points 

represent varioun judgments of competence. Re-

search has well demonstrated that ranking and rat-

ing methods have been subject to these various er-
rors.' 

The essay method was developed to avoid many of 
theboveiffcultessice te ai raserdoesnotthe difficulties above, since the aI raiser does not 

a
have to judge competence nor interpret it along 

some
scale. He simply has to describe competence 

time after performance is observed. However, re-

search shows that this method also has serious inher-
ent difficulties. Raters vary markedly in their ability 
to write; some raters have better powers of free recall 

areof past performance than others; and all raters 
subject to losses in recall over long periods of time. 
Raters may vary the length and breadth of content 
written, even after observing the same ,,erformance. 

Finally, raters tend to become confused because 
there usually are rio guidelines as to what content 
should and should not be included in their essays. 

The check-list method of appraisal requires the ap

praiser to admit that he has observed specific behav-

ioral incidents in his working interactions with a 

ratee. lie does not have to judge the value or im-
portance of these incidents, nor does he have to sum-
marize his obsenations descriptively or numerically 
as a rating. He simply reports these incidents in 

such a way that the combination of incidents re-
ported represents the essential structure of an essay, 
but is an improvement over the essay in that the 
report is free of stylistic errors inherent in essay 

writing. The check-list method, however, is not free 

of error. Such error is best evaluated by considering 

the three most important types of check-lists: 

1. RCED-CHoICE CHECK-LsT--This check-list forces 

the appraiser to choose between pairs of be-

havioral incidents, attributing one incident in each 

pair as more typical of the ratee. Incidents in each 
pair asore tichd o thratteyIcen neualy 
pair are pre-matched so that they appear equally
favorable or unfavorable to the appraiser. In actual-

incident in each pair differ
ity, however, only one 

entiates successful employees from unsuccessful 
ones. The intended purpose of the check-list format 
isto reduce leniency rater error. Unfortunately, re-
search suggests that informed raters can "see 

through" the format and bias their appraisals.- The 
construction of the forced-check check-list itself also 
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causes unique errors. Many raters, for example, ob
ject to the intended secrecy of the format and fre

quently bias their appraisals to fight the system. 

Also, in many cases both paired behaviorel incidents 

are equally typical of the ratee, but the ratee cannot 
be cited for both incidents. Finally, since only be

havioral incidents paired for favorability can be used 

in .this method, incidents that cannot be successfullypaired cannot be utilized, and the ratee who camn

mits such incidents cannot be cited for them. 

2. CRITICAL INCIDENTS CHECK-LIST-This scale was 

originally developed to maximize rater objectivity. 
It requires the appraiser to record on standard forms 
those behavioral incidents he observes immediately 
after the ratee performs them. The appraiser, how
ever, has to use his judgment as to what behavioral 
incidents to record because he is given only the 
guidelind to record incidents which he considers 

"outstandingly effective" or "outstandingly ineffec
tive." In some ways, the format is subject to errors 
associated with writing (recording the incidents) as 
in the essay method. 

A major difficulty is that outstanding incidents tend 

to be committed Eo infrequently by ratees that in 

any two periods of time, ratees can vary markedly in 
their appraisals. At the Delco-Remy Division of Gen
eral Motors, about one-fourth of the employees had 
neither positive nor negative incidents recorded 

after the critical incident format was begun. Other 
problems occur because the appraiser is reluctant to 
record behavioral incidents, possibly because other 
job demands often do not permit immediate record 

keeping. Also, the guideline to record only outstand

ingly effective and outstandingly ineffective inci

dents precludes recording incidents that are salient 
It is also possible that somebutworkersnot outstanding.will view this method as a constant sur-

In supand an immediate threat.veillance system 
velacsytm ndnimdaetha.Inup 
port of the meti'od, however, is the fact that such 
common rater e,'rors as leniency error are reduced 
and that, unlike the forced-choice check-list, equally
favorable or un fvorable incidents may be repotted. 

3. SPECIMEN CHECK-LIST-This scale is a modern 
version of the critical incidents check-list. The for

mat was originally conceived in 1956 and subse
quently researched in the 1960's." The appraiser 
checks those behaviors he has witnessed in his as

sociation with a ratee in a specified time period. 
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list from which his selections areThe behavioral 
chosen is constructed by interviewing or surveying 

those persons (superiors, peers, subordinates, or any 

combination thereof), who have come in association 
with workers occupying a given job and are required 
to appraise their performance. One is asked to serially 
consider each worker he knew who had performed 

the job, and then recall at least one incident which 
caused him to feel the worker was particularly effec-
tive or ineffective at the time. Behavioral incidents 
are collected until no one can submit a new incident, 
For the average job, listings usually consist of 100

200 distinct behaviors, about evenly divided be-

tween effective and ineffective specimens. The fin-

ished listing is then used for appraisal. Figure I 

incidents from a 141-item check-listillustrates 30 
for the appraisal of lower management personnel in 

a large processing plant. 

The specimen check-list differs from the critical ion 
use and constructioncidents check-list because its 

involve recall of behavioral incidents, rather than 

immediate report. The saliency of the incidents may 

range from outstanding Performance, as in the crit-
ica] 1ncidents check-list, to a much lower psycho-
logical point, below which are only "neutral" inci-
dents, that is, incidents that lack sufficient impact 

to be recalled as effective or ineffective when the 
specimen list isconstructed. 

Errors common to the critical incidents check-listare virtually eliminated by the specir.edl check-list. 

Apprisesann lonerake ritr-erorsbecuse 
make writer-errors becauseAppraisers no longer can 

they do not write incidents. Appraisals can be done 
at a specified and planned time and location, inde-
pendent of job pressures, and without promoting 
the surveillance atmosphere of immediate report. 

The reliability of the specimen check-list has been 

consistently high. The major advantage of the meth-

od is that it results in as full a report of performance 

as the appraiser can recall. In comparison with the 

essay method where appraisal is based upon free 
recall, specimen check-list appraisal is based upon 
prompted recall-that is, the appraiser must review 
all behavioral incidents on the check-list, thus 
prompting memory of incidents observed. It is con

some rater error due toceivable, nevertheless, that 
memory loss will occur, but the extent of this error 

should be minimal if the specimen check-list is 

extensive. Moreover, memory loss error appears 

much less serious than rater errors due to the imme

diate report appraisal of the critical incident method. 

It is even feasible that future research may confirm 

either of two hypotheses: 1) that appraisers do not 
experience specimen check-list memory loss because 
its incidents have sufficient impact to be recalled, 
as evidenced in the construction of the scale, or 2) 
that appraisers do experience specimen check-list 

memory loss, but forget effective incidents as often 
as ineffective incidents, thus cancelling the Joss out 
for scaling purposes. 

A more serious problem confronting the s~ecimen 

check-list is that appraisers must be motivated not 

to consciously distort their appraisals-that is, it is 

possible not to admit to observing incidents wit
neganessed, particularly if those incidents reflect 

tively on an appraiser's prior developmental efforts 
on tile productivewith a ratee or reflect negatively 

status of the work unit the appraiser supervisi. 

When appraisers perceive a situation where there 
less to lose from distortion thanis more to gain or 

from honesty, appraisals of all types are in difficulty. 

Only a management assurance-that positive, not 
negative, consequences will follow honest appraisal

can minimize distortion error. 

Applications of the Specimen Check-list 

The specimen check-list has been successfully used 
to appraisen job performance for technical, superioy ecigprsne. w eetdvl 

opments include the use of the specimen format to 
visory, and teaching personnel." Two recent devel

appraise human relations skill, and the use of a 
modification of the format to appraise employee 
morale. Even more traditional rating methods of 
appraisal are beginning to "anchor" their theoretical 

(e.g., superior-inferior)continutims of competence 
in terms of behavioral incidents-that is, incidents 
are used to exemplify varying degrees of compe
tence.7 

Future applications of the specimen scale might 
include its integration into on-going appraisal pro
grams, employee development activities, and in
ternalselectionsystems. 

(MBO) appraisalA Management-By-Objectives 
program supplemented by a specimen check-list 
could permit an evaluation of both what a manager 

accomplishes and what work behaviors he attempts 
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FIGURE 1 

Sample Items from a Managerial Check-List 

......... Refused to make an unpleasant decision or ............ Demonstrated inability to get along with 

reprimand in his own name; named his su- other employees on the same level. 
anperior as the responsible one ............ Misinformed his superior concerning 


........... Resisted pressure to start a job without suf. important matter.
 
ficient advinced thought and planning............. Failed to prepare requested report on time. 

.......... Refused to accept job instructions without ............ Recognized the abilities and weaknesses of 

a prolonged discussion or argument. his subordinates and made job assignments 

....... Reported findings on a problem in a fash- accordingly.
 
ion which expedited an effective solution ........... Insisted on using equipment that could not 

Failed to consider alternate ways of per- be justified economically. 
torming 3 job when available information ............ Failed to keep superiors informed about im

indicated he should. portant job developments affecting other 

....... Apologized to subordinate when wrong. departments or divisions. 

....... Performed ineffectively on a project because ......... Refused to accept substandard work from 

of failure to plan sufficiently. subordinates who were capable of better 

....... Demonstrated the ability to place proper performance. 
priorities on jobs ........... Refused to follow instructions, even though 

.......... Planned for long-range requirements and they were clearly spelled out. 

coming developments with unusual effec- ............ Made excellent and reliable reports on im
portant matters.tiveness. 

....... Acquired thorough knowledge of equip- ............ Performed a difficult task which was out

ment for which he was not responsible, but side his regular duties without being told
 

which related to his job. to do so.
 
Made unrealistic demands of his group in .......... Ignored the results of a study revealing de

terms of time and effort. fects in a proposal he submitted.
 

......... 	 Studied a current operating procedure and ...... Appropriated the good ideas of subordi

made effective recommendations for im- nates as his own. 

provements .......... Ignored important facts in giving merit in

......... Required prodding on jobs outside of his creases or promotions.
 

major responsibilities ........ Instituted effective procedure for controll

........... Displayed ingenuity in cutting corners to ing expenses in his department.
 

meet a deadline ........... Failed to clearly communicate the duties
 

.......... Placed the blame for his own mistakes on and responsibilities of a job to his subor

his subordinates. dinates.
 

towards the goal of accomplishment. Unfortun- feedback to employees. Rating, ranking, and essay 

ately, it is possible to reach accomplishments in appraisal methods typically describe employee per

spite of one's ineffectual behaviors or fail to reach formance in terms of trait or type, e.g., the employee 
them in spite of one's effectual behaviors. By means is extroverted, close-minded, and overbearing. Only 

of a specimen check-list, it would be possible to the check-list format specifies those work behaviors 

understand what responsibility a worker has for his which presumably lead appraisers using other ap

own accomplishments. praisal methods to trait- or type-terms in describing 

employee competence. Thus the check-list is the asSuch employee development activities appraisal 
useful 	format for employee development.are based moreinterviewing and vocational counseling 

upon the process of providing accurate behavioral The specimen scale may also be of some value in 
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the internal selection of employees for promotion. 

Certainly, it can be used to determine eligibility 

for promotional consideration based UpL1 present 
competence. It may also be uredictor 

of future job competence to the extent that some 
present work behaviors on the specimen scale are 

correlated with future job comp~etence. |[or exam-

pie, an employee whose specimen scale is marked by 

work behaviors of an interpersonal natureeffective 
may be most successful in a higher level position 

where interpersonal demands are critical. 

check-list rc,prcsents aIn conclusion, the specimen 
format mini-breakthrough in appraisal because its 

inizes rater and scaling errors common in rating, 

ranking, and essay appraisal methods. The process
by which the appraiser .appraises" is the key to 
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Application to health, social welfare, and family planning 
Perhaps no aspect of health, social welfare, or family planning personnel 

management is more worthy of careful attention than a careful periodic re
view of the work performance of its employees. Many of these programs have 
been launched in great haste, with hundreds of employee's recruited and hired 
in a very short time. Often there is a very high turnover, with jobs remaining 
vacant for long periods of time and being filled in desperation with employees 
of weaker qualifications. Weak and nonproductive employees should be re
trained or replaced. Outstanding employees should be given an opportunity to 
undeiyo special training in order to become supervisors. One major problem 
for these- oiorams is that performance ratings by a substantial proportion of 
supervisors will be unreliable; low competence among the supervisory ranks is 
also commonly present. Where conditions are truly serious, it may be neces
sary to rescreen the entire work force, employing the procedures used in 
testing and employing persons originally hired. 

In developing countries, where many employees may be relatives or special 
friends of important political figures or influential families, supervisor's ratings 
may be unusually unreliable. There may also be a tendency for weak super
visors deliberately to downgrade their strongest worker, who may be aspiring 
to a supervisory post. Under such circumstances, group ratingsbased upon 
objective measures of performance (number of new acceptors recruited, num
ber of clients served per hour of clinic service, cost of recruiting one client, 
total cost of one clinic visit, clinic discontinuation rates, etc.) are unusually 
helpful. By identifying groups which have overall low performance ratings it 
is possible to identify units which need management evaluation in addition to 
supervisory level evaluation. 

Assessment Centers. The assessment center approach to the selection of 
lower and middle level supervisors and managers'(officers at local, district, and 
provincial levels) is tremendously important for family planning. Most national 
health, social welfare, and family planning programs are of sufficient size to 
warrant the establishment of such centers. The effect on worker morale, the 
training benefits for the assessors, and the gain in the quality of supervisors 
recruited could be very dramatic. Rules requiring that supervisors be processed 
through such centers could also help protect against weak patronage appoint
ments. 

Questions for discussion and exercises 
1. Working in teams and using the job descriptions for the following stan

dard positions, develop an evaluation procedure that is both valid and practi
cal: 

(a) Caseworker in a welfare agency 
(b) Public health nurse assigned to home visiting 
(c) Home visitor for family planning 
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(d) Physician in a clinic 
(e) Nurse in a clinic 
(f) Supervisor of caseworkers 

2. Discuss the procedures that would be used in evaluating positions of 

which there are only one or two in an organization-department heads, chief 

supervisors, receptionists, technicians, librarians, etc. 

3. Which of the nine methods of performance appraisal, described in the 

first reading, do you think is most effective for evaluating social workers? 

clinic nurses? family planning field workers? Give reasons for your choices. 

4. Go to the personnel officer of an organization and get permission to 

examine the personnel files of a sample of ten white-collar workers. On the 

basis of the information contained in the files write a brief evaluation of each 

worker. Write a report on the adequacy of the rating system in effect at that 

office and make recommendations for improving it. 

5. As a follow-up to Exercise 4, go to the supervisors of the ten workers 

and ask them to fill out the rating scale reproduced in the reading by Cangemi. 

Prepare a new evaluation on the basis of this iiformation. Compare your 

results with the results of Exercise 4. 

6. Repeat Exercise 5,using the checklist in the article by Cohen. Compare 

your results with the results of Exercise 5. Which of these approaches do you 

think works best in this particular situation? 

7. Arrange for a personnel trainee to hold an interview with each of the 

ten employees and form an independent assessment of his work on the basis 

of the interview. Compare the results with Exercises 4, 5, and 6. 

8. 	 Hold a field review with the supervisors of these workers, as described by 
aOberg, to try to reconcile the discrepancies among Exercises 4-7. Write 

report on the degrees of justice and injustice that the ratings of this particular 

sample manifest. 

one-hour training course to train supervisors to9. Draw up plans for a 
evaluate their employees more fairly and validly. Include the text of a leaflet 

on rating procedures that would be handed (uat. 



Chapter Twelve
 

PAY, PROMOTION, AND FRINGE BENEFITS
 

The evaluation of employees discussed in the preceding chapter provides 
the basis for three types of negative administrative action: (a) discharge from 
employment, (b) assignment for retraining, or (c) demotion to a lesser posi
tion. It can also lead to two types of positive administrative action: (a) the 

awarding of increases in pay or (b) selection of employees for promotion to 
a higher level of technical or supervisory responsibility. In theory these two 
actions should be based on different sets of criteria. Merit increases should be 
based on superior productivity in a given job, but should have no implications 
for promotion. Promotion to a new position should be based on an assessment 
of qualifications to occupy a different job. Outstanding performance on a 
given job is no guarantee that an employee will excel if assigned to a new job. 
This is reflected in the recommendation of the previous chapter that assess
ment units be installed to evaluate the eligibility of workers for new positions. 
The present chapter takes a closer look at the process of awarding pay in
creases and of selecting candidates for promotion. 

TThe "human relations approach" to personnel management outlined in the 

first three chapters of this book has caused a great deal of confusion over the 
management of pay. Traditional theory had held that pay (measured in terms 
of present salary, fringe benefits, and anticipated pay to come from promo
tion and/or pension) was the major element determining employee job satis
faction. In Chapter 3, however, it was argue-"that although pay below ex

pectations results in job dissatisfaction, pay in excess of expectations leads 
only to absence of dissatisfaction, not necessarily to satisfaction. According 
to this theory, personnel managers should pay only a sufficient amount to 

minimize dissatisfaction, while seeking to provide satisfaction by means of 

297 
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recognition, job enrichment, and greater democracy in setting goals, policy, 

a higher level job is the highest order of recog
and supervision. Promotion to 

nition and self-development which can be given an employee, and hence is a 

form of reward which contributes most to job satisfaction. Because no uni

versally or even widely accepted principles of pay and promotion now exist, 

are somewhat acaderdc and theoretical in nature. The
the readings selected 
objective is to prepare the reader to see these problems from a variety of view

points. 
The articles have one common element: they assume that it is important 

for the personnel manager to understand how his employees interpret the pay, 
company. materials

promotion and fringe benefits program of the The 

presented illustrate that employees may have priorities that are very different 

from those which management might anticipate, and that these priorities 

may not always represent the maximum in monetary benefits. This concern 
as the readingsfor understanding employee perception of pay must include, 

not only absolute levels of pay, but perceived comparison withemphasize, 

other groups, both within and outside the organization. Another important
 

element of the pay and promotion problem is job security, which may be
 

viewed by employees as a fringe benefit of great priority.
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Psychological Research 
on Pay: An Overview 

MASON HAIRE, EDWIN E. GIIISELLI 
AND LYMAN W. PORTER 

IT IS A STINGE TmNG that there is so little psychological 
research on pay. The basic assumption-that it motivates people to work-is 
apsychological one. The details of wage and salary systems-e.g., decisions 
about the size of increments-dem.mnd further assumptions about the way 

people see pay and its structure. The.papers that follow are, with one excep
tion, part of a series of studies at tfie Institute of Industrial Relations at 
Berkeley designed to explore this area, 

In addition to the fact that a host of everyday decisions have to be made 
about pay, it has a special social relevance that justifies the research. Pay, in 
one form or another, is certainly one of the mainsprings of motivation in our 
society. The drive for private money gain-the profit motive-provides the 
main ideologicl cleavage in the world today. Deep down, everyone assumes 
that we mostly work for money. The most evangelical Human Relationist 
insists it is important, while protesting that other things are too (and are, 
perhaps, in his view, nobler). It would be unnecessary to belabor the point 
ifit were not for a tendency for money drives to slip out of focus in a miasma 
of other values and other practices. As it is, it must be repeated: pay is the 
most important single motivator used in our organized society. As a moti
vator, it becomes part of general psychological problems.

Itmight help, first, to idetify some of the psychological problems under

lying pay. First, there is the most basic assumption that pay acts as an 
incentive. It may seem to be a priorigiven that this is so, but the very fact 
that it ope-ates as an incentive and the manner in which it operates still leave 
large questions open to test. For example, we know very little about when 
pay is an incentive. If one is to get a raise, is this an incentive before the 
raise? Long before? Just afterward, as many rewards seem to be? In retro
spect? Or all equally? The s,.cond big class of problems has to do with the 

Reprinted by permission from IndustrialRelations, Volume 3, No. 1 (October, 1963), 
3-8. 
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way pay is seen by the recipient. How big a step is perceived? How does my 

pay look to me? How does my boss's (or subordinate's) pay look to me? 

This group also includes fringe beefits-what trades would one make, or 

what are the indifference points, between, say, pay and pension? The third 

big class of psycuologcal prblern s raises the question of social comparison. 

How does my pay look in comparison with his? With whom do different 

groups compare their pay? An equitable wage usually demands a standard 

of comparison. What group provides the standard? 

The three classes of problems cannot be kept strictly separate. Clearly, 
the incentive character of pay depends on what one sees, and that may in 

turn be influenced by one's comparison with others. The separation, how

ever, may be useful, in that it points to three relatively distinct theoretical 

and methodological areas of psychology: motivation, perception, and social 

psychology. 

Incentives 
It has been suggested that pay is not symmetrical on either 

side of satisfaction. Below satisfaction, pay can be a dissatisfier. Above a 

satisfactory level, it sometimes seems to add relatively little. Consequently 

we might look at the studies for the correlates of satisfaction. 
One of the studies indicates a clear and consistent dissatisfaction with 

present pay among those who anticipate a large increase in pay over the 

next five years in comparison with those who anticipate a small increase. 

We are iminediately brought up short by one of the perplexing contradic

tions in the incentive-satisfaction complex. It is quite possible that dissatis

faction with present pay in anticipation of a large increase is exactly what 

is meant by an incentive. ft is at least possible that those anticipating small 

increases and satisfied with present pay lack the incentive. Unfortunately, 
productivity data for the twu groups are not available to help us understand 

whether either is spurred by incentive. 
Since a large part of executive compensation is in the fon-a of so-called 

incentive pay of one form or another, it is a shame that we have very little 

data on the degree to which it is an effective incentive-i.e., the degree to 

which it furthers behavior promoting the companies' objectives. Some recent 

studies have suggested that salaries correlate better with sales than with 

profits, suggesting a failure in proper salary administration. The other admin

istrative phenomenon-the yearly incentive that loses its incentive character 

because of its regularity-is too well known to need elaboration. They all 

suggest the need for research on what form of pay acts as an incentive, and 

what behavior it spurs. 
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Another of the studies o o . shows that the some
what surprising tendency, at a given level of management across a widely 
diverse group of companies, to agree, relatively speaking, on what one ought 
to get-whether one gets it or not. Each level studied showed the same 
phenomenon-all groups agreed remarkably closely on what the salary ought 
to be; however, a graded series of groups fell away from the levels, each feel
ing, apparently, that its pay departed further and further from what was 
appropriate. Again, we have a m'asure of dissatisfaction-a",d here a very 
regular and lawful one-but, lacking performance data of some sort, no 
measure of incentive. The degrees of dissatisfaction shown are large and 
clear. If they are the dissatisfactions associated with a striving for something 
more, they should be recognized and harnessed toward company objectives. 
If, on the other hand, they are the dissatisfactions that lead to informal, 
unannounced resignations, we are losing a tremendous potential spur. 

Only one of the studies I 0 0 
°° . *bears directly on productivity. Here it is clear that the feeling of 

being overpaid is a real incentive to more and better productivity. It is a 
kind of drive to balance the books, to make up for a felt deficit, to make the 
man whole, psychologically speaking. It is not suggested that overpayment 
is a practical suggestion for raising productivity, but the study does more 
than most to illuminate the internal psychodynamics of pay and its meaning 
to the person. 

Perceptions of Pay 

One of the studies reports part of a series of measurements of 
indifference points between fringe benefits and pay. How much of a possible 
wage increase would you give up for an increased pension? Shorter hours? 
Longer vacation? Better hospital insurance? In this way specific values of 
each part of the package can be determined. There are also large differences 
in the value of a particular benefit from group to group, depending, for 
example, on age, marital status, and the like. It is not surprising that these 
demographic variables influenced the evaluation of benefits-though their 
importance must be discussed I little later-but one other variable yielded 
surprising results. The groups were asked morale questions such as, "What 
do you think of the company?" ".... of your boss?" and the like. Defined by 
these questions, the low morale group tended to prefer pay to benefits. The 
high morale group was willing to let its money ride with the company in 
various forms of deferred pay-out (pension, hospital, vacation, etc.). The 
most important aspect of this is that we see, for the first time, the close 
relationship between the kind of management practices employed and the 
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kind of wage payment plan required. In one sense the contract negotiated 

becomes wi indirect measure of morale; in another, it becomes a kind of 

cost accounting of tie effects of various managerial styles. 

The wide variations in preferences for benefits as a function of age empha

size one point. Both management and labor often use as an argument, "What 

labor wants." These data suggest that it is impossible to say what labor wants, 

unless a careful study is made of the demographic characteristics of the group, 

its attitudes, the neighborhood, and the plant history. In fact, neither side 

knows what labor wants. This is particularly unfortunate since the techniques 

over the other person'sfor finding out are easily available. The argument 

desires could easily be based on fact instead of fancy. A somewhat similar 

situation exists with regard to the perception of salaries. Most companies 

have implicit or explicit weiglb'ings of a list of factors which determine pay 

and raises-successful performance, seniority, job knowledge, labor market, 

and the like. The list is a long one. Most employees have some weighting of 

these factors in their perceptions of pay and of what they are paid for. It is 

at least a horrible possibility that these weightings do not agree. If they 

do not, then what happens to incentive? If a man is promoted for successful 

sees it as simply the result of a tight laborperformance and he (or others) 
market in his specialty, what becomes of the spur? Again, it is relatively 

simple to determine the perceptions of executives in this regard. As in the 

case of benefits, it would seem much more useful to base salary as well as 

wage administration on empirically determined fact rather than a fancy 

which may be slipping further and further away from the truth over the years. 

The existence of wide differences in evaluation of various fringe benefits 

as a function of age, marital status, and the like, appear in two of the studies 

of both wages and salary earners. These differences suggest that a single 

benefit package may be difficult to tailor to suit all. It is at least possible to 

consider a kind of free-choice, cafeteria-style, benefit program with equal 

cost items available as one's life situation dictates. The administrative prob

lems are considerable; wage and salary adrr inistrators will almost surely 

reject such a notion if only because it is not neat. Yet, if the company's basic 

view of pay is to give the man what he wants in return for what the company 

wants (work), might 't not be better to let him choose what he wants rather 

than giving him a benefit that may fit others but not himself? If the objective 

is to maximize the return in motivation for each dollar spent on pay and 

benefits, these data suggest that present benefit packages may not do it. The 

very freedom and autonomy of a cafeteria-style benefit plan, in addition to 

the spur of enlightened self-interest, might provide an extra motivational 

return.. 
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Ve also have very little information on lifetime compensation histories 

4 executives. A series of studies, though not reported in this symposium, is 

presently under way on this topic. The problem fits under the general head

iTlg of perception. For many an employee there comes a time whern he real

iies that he is on a particular lifetime curve-a big leaguer, a minor leaguer, 
or an also-ran. To the extent to which this is true, a variety of problems flow 

from it: at what stage does the employee come to realize this and what are 

the sufficient cues to the realization? How does he settle wit, 1,.' acceptance 

,f a lesser curve of progression than he may earlier have hoped for? What 

Iecomes of incentive? Should the company recognize this and bargain within 

a curve, or hold out a perhaps doubtful possibility of a more rapidly acceler

ated one? Does he shift comparison groups at this time in judging equity? 

All these and many more relevant problems seem wrapped in the examina

tion of career compensation curves. 

Social Comparisons 
One of the knottiest problems, methodologically, is the deter

rination of the people with whom one compares one's pay. And yet it is 

absolutely essential to an understanding of either satisfaction or equity. 

Some of the studies reported here cast a little light on this problem. 

In a study of managers, middle and lower managers tended to compare 

themselves with groups inside the company. An in-jietween classification

lower-middle-clearly chose outside groups for comparison. Two general 
.lines run through this problem. First, with the growing professionalization of 

many positions, there is an increasing feeling of membership in broad hori

zontal groups outside the company and a tendency to seek equity in outside 

comparisons. Second, it seems possible that at the two extremes of the hier

archy-the hourly paid worker and the chief executive-there is the clearest 

awareness of being a member of a broad extracompany group. The path to 

success for many middle managers is to sink themselves further and further 

into the company, accepting its goals, practices, and traditions. This may 

well be associated with a tendency to accept internal comparison groups. To 

the extent to which this immersion within the company is a negative indica

tor of executive potential, the development of inside comparison groups may 

l)e a useful, if negative, diagnostic sign. 
In line with growing profecsionalism, the same study shows an increase 

in the use of outside comparisons as education increases. There is also, unfor

tufiately, some tendency for increasing education to be associated with less 
satisfaction. This kind of finding has appeared in other social surveys. With 

increasing education one tends to accept a broader reference group and to 



304 READINGS IN PERSONNEL MANAGEMENT 

be less satisfied with the state of things. In social terms this may well be 

healthy. In terms of managerial problems, vith increasing educational levels 

in management, it promises new and special difficulties. 
Finally, the study of inequity shows us some of the inner workings of com

parison groups. If one accepts that one is less able than one's colleagues-and 

hence, in this case, overpaid-it sets up powerful psychological mechanisms 

to redress the balance. The author interprets this in terms of a broad theory 

of dissonance-an attempt on the part of the person to reduce the disparity 

between input and outcome (pay), between evaluation and performance, 
between self-esteem and the esteem of others, and so on. The study of the 

effects of felt overpayment is interesting in terms of pay. The potential lever

age of such a finding for dealing with a variety of behaviors in industry may 

be even more so. 

Conclusion 

Few other areas of industrial practice have the layers upon layers of 

traditional thinking that characterize wage and salary administration. We 

are in danger of being trapped in a kind of institutionalized way of dealing 

with the problem simply because we have done so for so long. We have made 

the same assumptions and not tested or quistioned them. Practices have 

developed and become fixed simply by past practice. If only for these reasons, 

we badly need the fresh air and light let into the field by new lines of empir

ical research and by other facets of theory. When one adds to the problem 

the tremeudous role that is given to pay as an organizer and motivator of 

much of society, it becomes doubly important to review again and question 

our habitual modes of thought about compensation. 
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Pay and Benefit Preference
 

STANLEY M. NEALEY* 

UNION-MANAGEMENT CONTRACT negotiations are frequently 
concerned with the question of whether increases in compensation should 
he granted in terms of pay raises or fringe benefits.' Both management and 
union lead rship must be to some extent responsive to the desires of employ
ees in this matter. But, information about the relative compensation p r 
ences of empioyees is the very thing we do not have in these situations. In 
lieu of direct information on the desires of employees, how are bargaining 
positions decided upon? One management approach is to follow an industry 
pattern or to decide on some outside philosophical grounds that employees 
ought to have life insurance, or would abuse sick leave, etc. The union lead
ership may be governed by long- or short-range goals set on the basis of their 
own estimates of the needs of their members. Both sides rationalhie these 
doubtful methods on the grounds that workers don't know what they want 
anyway. 

Iet me pose two fundamental questions. Can employee preferences in 
regard to pay and benefit options be measured in a meaningful way? If so, 
can we identify the determinants of these expressed preferences? 

Inferences about employee preferences have sometimes been made on the 
basis of employee-attitude surveys. These surveys are usually conducted 
%%,th the goal of finding out which job features are most "important" to 
empioyees. For these purposes, compensation is sometimes considered in 
its broadest sense and sometimes it is broken down among pay and other 
benefits, such as vacation and life insurance. In either case, compensation 
items are often compared with other features of the job, sich as security or 
opportunity for advancement. For instance, the National Industrial Confer-

Department of Psychology, University of California, Berkeley.
1 Parts of this project were supported by the General Electric Company md the Institute of 

Industrial Relations, University of California, Berkeley. Thanks for financial support and coopera
tion is also due the staff and members of Local 1245 of the Interna-tional Brotherhood of Electrical 
Workers (AFL-CIO). This research owes much to Dr. J. Stacy Ad -rns, Consultant, General Elec
txic Company, for parts of the project were conceived and carricxi out under his skilled direction. 
Finally, my thanks to Professor Mason Haire for his continuing help and concern with this research
 
topic.
 

Reprinted by permission from IndustrialRelations, Vo!ume 3, No. I (October, 1963),
 
17-28. 
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ence Board Ld workers rank 71 morale factors.2 Job security was ranked first 

was third, and vacation and holiday practicesiMimportance, compensation 

were ranked seventh. Pay sometimes shows up very poorly in these surveys.
 

In a 12-year series of employee surveys by Sears, Roebuck and Company,
 

rates of pay ranked fourteenth among elements related to high morale. s Can
 

we then assume that pay rates can be ignored at Sears? Unfortunately, the
 

attitude survey gives us li tde information about how urgently the expressed
 

attitudes are felt. The attitudes can thus offer scant guidance in the design
 

of employee compensation and benefit programs. 

Leaving aside for the moment the question of whether preferences can 

be measured, let us approach the second question posed above, that of iden

tifying the determinants of preference. 
Various motivational theories have something to say on this issue. The 

"economic man" conception would lead us to expect that man will try to 

maximize his gain in dollar terms. This gives us little guidance in predicting 

whether the maximizing will take the form of pension or pay, but it would 

presumably lead him to frown on a frivolity like vacation. On the other hand, 

the concept of hierarchical needs, a very influential one in some management 

circles, would predict that a given need will cease to motivate once it reaches 

a certain level of satisfaction. If we could only determine the need hierarchy 

involved and the satisfaction functions for each of the needs we would be 

in a position to predict preferences directly. Even without this kind of pre

cision we might argue that as pay becomes higher more interest will be shown 

in benefits such as sick leave (which may satisfy a security need). The find

ings that emerged from the Hawthorne studies have been influential partly 

because they seemed to offer a way out of the difficult problem of understand

can attain good results by attention to gooding compensation. For, if we 
huntan relations, perhaps we can just beg the question of economic com

pensation. 
The intention here is not to chronicle or evaluate all the attempts that 

have been made to understand the structure and significance of employee 

reaction to compensation and benefits, but to show that the problem is a 

vital one which remains not just unresolved, but largely 'inapproached. 

Over the last 30 years we have seen a vast proliferation of fringe benefit 

plans in American industry. Presumably they have answered a need. The 

fact remair3, however, that little has been done to measure this need in 

terms of the direct expression of employee preference. We know even less 

regarding what variables may be related to these preferences. The present 

2National Industrial Conference Board, FactorsAffecting Employee Morale, Studies in Per

sonnel Policy No. 85 (New York: 1947). 
aM. S.Vitelcs, Motivationand Moralein&Industry (New York: Norton, 1953). 
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paper is an introduction to a family of methods for measuring and identify
ing the determinants of worker preferences among pay and benefits. 

Methods of Measurement 
In the present project, two different methods have been used 

to measure preferences among pay and benefits: 
1. The PairComparisonmethod. The form of presentation is exactly the 

same as in the standard psychophysical experiment. Each pay and benefit 

option is compared to every other one by considering only two options at a 
time. The subject must indicate the preferred option in each pair. Time
order error is avoided either by piesenting each pair twicr,, first in one order, 
then in the other, or by presenting the pairs in one order to half the group, 
in the other order to the remaining half. 

2. The Game Board method.- Each subject was given a hypothetical 
increase in compensation of $190 and was asked to indicate the manner in 
which he would "spend" this money on pay and benefits. Preferences were 
indicated by distributing monetary tokens among the various pay and ben
efit options. A subject could use all his money on pay raise or one benefit, 
or he could purchase lesser amoun.. of several benefits. Subjects were fur

nished cost tables that listed the amount of each benefit that cotld be pur
chased for given amounts of money. For instance, $60 would buy five days 
of sick leave a year, wvhile $50 would provide for a year of family dental insur
ance. This method differs from the general technique of the first method in 
one other important respect: the cost of some of the benefits vary with the 
ages of the subjects. For instance, 9.subject under 30 years could purchase 
a $20 a month pension increase for $50, while this much pension would cost 
$125 for a subject between 45 and 49 years of age. The subjects were pro
vided with cost tables appropriate to their own ages. 

A third method, the Raise Fill-inmethod, has also been used in a limited 
way, although no results from this method will be included here. This method 
forces the subject to evaluate each benefit option in terms of its perceived 
equivalent in pay raise. If the option to be evaluated is a vacation plan, the 
question takes this form: "If I were offered three weeks' paid vacation a year 
in addition to my present vacation, it would take a pay raise of ........ per cent 
to equal it." For each of the benefit options the subject must fill in the 
amount of pay raise felt to equal that benefit. The results from this method 
were difficult to interpret because the method seemed to invite calculation 
of the dollar value of the options. This in turn clouded the issue of prefer

4 Dr. J. Stacy Adams provided the original Idea from which the Game Board method was 
developed. 
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ence, making it hard to compare the results from this method with other 

methods. 
The Pair Comparison method and the Game Board method were applied 

either separately or together in three separate studies. The three studies will 

be described bri'efly together with the pay and benefit options utilized. 

Study I used the Pair Comparison method. It was carried out in a West 

Coast local of the International Brotherhood of Electrical Workers. Ques

tionnaires were sent by mail to union members and were returned anony

mously by mail to the union. From nearly 	8,300 sent out, 1,133 completed 
were male union members andquestionnaires were returned. All subjects 

most were public utility employees. 
Six compensation options were presented in Study 1. A listing of the 

abbreviated pair comparison options follows: 

1. 	Six per cent pay raise. 
2. 	Pension increase of $50 a month. 
3. 	 Reduction of normal workweek from 40 to 37.5 hours; no reduction in 

weekly earnings. 
4. 	Full hospital insurance for employee and family (no hospital plan was 

then in effect). 
5. 	Three Weeks of paid vacation each year to be added to present vacation. 

6. 	Union shop observance, i.e., all regular employees mtst be union members. 

Study II was conducted in a manufacturing plant of the General Electric 

Company on the West Coast. The Pair Comparison method and the Game 

Board method were applied together. Each of 132 male, hourly employees 

responded to both methods. Subjects were tested in groups of about fifteen. 

Eight compensation options were presented in Study II. For pair com

parison evaluation they were as follows: 

1. Pay raise of $190 a year. 
2. 	 Pension increase of $45 a month. 
3. 	Eight days of additional paid vacation per year. 
4. 	Family dental insurance ($50 deductible for each person). 
5. 	Medical care for retired employees. 
6. 	Twenty days' paid sick leave per year. 
7. 	$8,500 additional life insurance. 
8. 	Long-term disability pay (supplements Social Security). 

For the Game Board method, these same 	eight benefits were used, but of 

course the amount of each benefit depended on how much of the hypo

thetical $190 each subject was willing to spend on it. 

Study III was conducted in six manufacturing plants of the General 

Electric Company in the eastern states. Only the Game Board method was 
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applied in this study. Males and females were sampled separately within 
plants. The resulting sample was composed of 635 males and 206 females; 
all were hourly employees. Testing was carried out in groups of 15 to 20. 

The eight options listed above in Study II were also offered in Study III. 
In Study III, however, two additional options were presented: 

1. Short-term unemployment assistance (supplementing state unemployment 
benefits for short layoffs). 

2. Long-term unemployment assistance (paid after six-month layoff or at re
tirement). 

These two unemployment benefits added to the eight above bring to 
ten the total number of options presented in Study III. 

Results and Discussion 
Reported in full, the results of these three studies would grow 

to proportions far out of line with the present aim of introducing a family 
of methods. Therefore, only a sample of results willt be presented here. Group 
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preferences will be reported in a first section. A second section will deal with 
the problem of determinants of preference. 

The group pair comparison preference judgments from Study I are pre
sented in Figure 1. The results are expressed in terms of per cent of pref
erence (the ratio of the number of positive choices of a given option over 
the total number of presentations of the option). The 1,133 subjects showed 



310 READINGS IN PERSONNEL MANAGEMENT 

highest preference for hospital insurance. (Group hospital insurance was a 

major issue in the union at that time.) The ,,nion shop proposal was second 

in preference. The six per cent pay raise, the pension increase, and the three

week vacation were all of nearly equal preference. The shorter workweek was 

a very poor last in preference; it was chosen less than 30 per cent of the time. 

A problem of interpretation arises with the union shop proposal because 

we have no idea what it would cost or gain management or the union. The 

other five options were designed to be of about equal economic cost, although 

the amount it would cost to provide "full hospital insurance" cannot be pre

cisely estimated. As a general rule, interpretation of pair comparison pref

erence is simplified by options that are of equal economic cost. 

The group preference results from Study II are reported in Figure 2. The 

pair comparison scale (Figure 2a) is again in terms of per cent of preference. 

By this method, the sick leave plan was highest in preference (preferred 74 

per cent of the time). Vacation was second-,and pay raise third in preference. 

Life insurance was least preferred. 
Again this pair comparison scale of preference can be interpreted only 

on the basis of the relative economic cost of the various options. These esti

mated costs are listed in Table 1. It is clear that the options are not valued 

by our subjects on purely economic grounds. The sick leave plan has an 

estimated yearly cost of $105, yet it is preferred over the four higher c3st 
overplans. Dental insurance, the cheapest plan of the eight, is preferred 

life insurance, which costs nearly four times as much. 

TABLE 1
 

ESTIMATED COSTS OF THE STUDY II BENF.Frr PLANS 

Cost per yearBenefit 

Eight days' additional paid vacation $190 

Pension increase of $45 a month 190 

Pay raise of $190 a year 190 

$8,500 additional life insurance 190 

Twenty days' paid sick leave a year 105 
Medical care for retired employees 60 

Long-term disability pay 60 

Family dental insurance 50 

The results from the Game Board method as used in,Study II are dis

played in Figure 2b. The scale of preference is in units of percentage of the 

total $190. The group spent an average of 30.5 per cent of the money on sick 

leave, again making this option the most preferred. Vacation accounted for 

about 22 per cent of the total. Pay raise and pensi3n are nearly tied at about 
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12 per cent, while the life insurance plan in last place accounts for less 
than 4 per cent of the total $190. 

Since the units of the two scales presented in Figure 2 are not the same, 
the two scales should not be compared in terms of interval differences in 
relative preference magnitude. Figure 2 shows, however, that the rank order 
of group pref. rence from the Pair Comparison method and the Game Board 
method were quite similar. The rank order correlation of preferences from 
these two methods equals +.93, significant beyond the .01 level. 

Figure 3 shows the combined preferences of the 841 males and females 
trom the six plants sampled in Study III. Sick leavre and pay each account 

FIGURE 3
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for about 25 per cent of the money expended, while vacation and pension 
account for about 15 per cent and 13 per cent, respectively. These four 
options taken together account for over 75 per cent of the $190; clearly the 
other six options do not have very wide appeal. The interest shown in the 
dental plan and short-term unemployment assistance is so slight as to justify 
ignoring these two options. 

As might be expected, the order and degree of preference for the ten 
options differ somewhat from plant to plant. At three of the plants sampled 
inStudy Ii, more money was spent on pay than on any other option. Sick 
leave was most preferred at two plants, while one plant showed highest pref
erence for the pension increase. The six low-preference options identified 
inFigure 3 were almost without fail low in preference at all six plants.5 

The first question in the introduction asked whether or not employee 
preferences could be meaningfully measured. Success in obtaining group 

5 The question of preference scaling as it relates to the two different methods of preference 
measurement is dealt with in an appendix to this article. 
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preference scales such as those above points toward an affirmative answer. 

Further confirmation of this hopeful view is obtained when scaling tech. 

niques are applied to these data (see appendix). Under certain circumstances, 

group scales of preference such as have been so far presented may be of 

central importance. For instance, either labor or management leaders may 

set of options before going into contract negotiations.desire to pretest a 
are not data of broad scientific interest. BeingGenerally, however, they 

dependent on a host of variables specific to the individual and to the situa-

FIGURE 4 
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tion, such preference orderings will surely not generalize to other groups in 

different situations. Unless we can identify at least some of the determinants 

of compensation preferences, the goal of predictive generality will remain 

wholly unattainable. 
Our search for determinants of pay and 1 .nefit preferences started with. 

the simple hypothesis that these preferences would b.- related to demographic 

variables. The extent to which this is the case can be illustrated by dividing 

the group of respondents according to various demographic categories and 

plotting preferences as a function of these categories. This technique haf 

been used with a fairly wide set of demographic variables in each of the three 

studies reported here. While space permits the inclusion here of only a few 

examples of the relationship of pay and benefit preferences to demographic 

variables, it should become clear that demographic variables are important. 

Figure 4 shows how preferences for the four most popular options of 

Study III were related to age. The preferences of males and females have 
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been presented separately. Among males, preference for pension increased 
(Iramatically with age. The youngest age group spent less than 5 per cent, 
while the oldest group spent nearly 40 per cent of their money on pension. 
This finding is at! the more striking when it is considered that the younger 
employee could buy much more pension for a given amount of money than 
could an employee near retirement age. Preference for both pay and sick 
leave fell steadily as age increased, while vacation preference remained at 
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the same level for all but the oldest age group, where it too fell in popular
it%-. Figure 4a indicates that the males near retirement age were willing to 
make real sacrifices to obtain more pension, but that this need became pre
dominant only beyond 50 years of age. 

The preferences of the females in Study III are shown in Figure 4b. They 
also demonstrated rising preference for pension as age increased. But this 
trend is much less pronounced than is the case with the males. The females 
were apparently unwilling to sacrifice either vacation or pay to buy increased 

pension. Sick leave, however, was considered expendable for it lost popular
it%- rapidly as age increased. 

Length of company service was investigated as a demographic variable 
ineach of the three studies. Since it is correlated somewhat with age, it was 
not surprising that in each study the preference curves for the two variables 
of age and service were very similar.' 

6 In Study III the relationships of age to preference and service to prefcrence were isolated 
1v holding service constant while age vuried and then holding age constant while service varied. 
the effects of these two variables in isolation were similar; together they were additive. 
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Figure 5 shows the relation between income level and preferences for 

the four most preferred options of Study III. These data are for males only. 

Preference for pension increased sharply as income level increased. Pref. 

erence for sick leave and vacation were virtually unrelated to income level, 

but preference for pay raise was dramatically lower in the highest income 

group. An expected correlation between age and income helps to explain 

why preference for pension was positively related to income. Why the high. 

est income group, in order to buy pension, was willing to forego pay raise 

but not sick leave or vacation is less easily explained. 

FIGURE 8FIGURE 7 
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some relation to pref.
Still another de.mographic variable that shows 

erence is the number of dependent children an employee has. Figure 6 illus. 

trates this relationship. These paired comparison data are from Study I. The 

group with one or two children showed about the same preferences as the 

group with three or more, but both these groups wanted more hospital insur. 

ance and less pension than the group with no children. Preference for the 

other four options was not noticeably related to the variable of dependent 

children, 
Figure 7 compares the preferences of clerical workers with those of 

employees having jobs classified as physical (blue collar). Again the data 

are from Study I using the paired comparison method. The clerical workers 

preferred the three-week vacation somewhat more than the physical workers, 

while the latter group showed more preference for the union shop proposal 

were male union members.All the subjects from both groups 
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Among the other demographic variables examined, but not to be reported 
here, were: marital status, rural or urban place of residence, work status of 

spouse, home ownership, and incentive as opposed to daywork job type. 

A second class of preference determinants, that of job attitude, was 

examined briefly in Study III. Subjects were asked to respond on a five

point scale to seven questions designed to.rmeasure attitudes in four areas: 

promotion, employment security, wages, and supervision. On the basis of 

the answers to these seven questions, each subject was placed on a four
point attitude scale. The resulting four groups differed in the degree to which 

their attitudes were generally favorable. The pay and benefit preferences 
of these four attitude groups also differed. Figure 8 presents the relevant 

preference curves of the males from Study III. As can be seen, the prefer

ences of the two groups with more favorable attitudes hardly differed. As 
attitudes became unfavorable, however, more and more of the additional 

$190 in compensation was demanded in the form of pay raise. The women in 

Study III showed a similar relation between attitudes and preference for 

pay raise. The investigation of attitudes in the present project has been very 

modest. More research along this line may produce additional data of wide 
significance. 

In conclusion, it appears that the determinants of preferences for pay and 

benefits are of at least two kinds: demographic and attitudinal. Further 

research will doubtless turn up other variables as well, for preference deter

minants probably involve a rather complex set of interrelated variables. 
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Explaining Salary Programs to 

Salaried Employees 
GEORGE W. TORRENCB 

Division of Personnel Administration 

IT WAS about 1940- twenty-one years ago - that 
,what is today known as salary administration began to 
emerge as a new management function. Since that time 
*ithas gained broad recognition and stature. 

The history of salary administration is tied directly to 
the development of formal job evaluation. Although a 
few scattered plans were developed in the 1920's, job 
evaluation really got its start in the 1930's. In those 
early years, the accent was on the evaluation of hourly 
rated production jobs, with only a few pioneering com-
panies extending the newly developed technique to sal-
aried positionr. 

In 1940, THE CONFERENCE BOARD published its first 
comprehensive study on the progress being made in the 
area of job evaluation. In that study, the status of job 
evaluation as itthen existed was reported as follows: 


"Aconsiderable number of companies have employed 
formal job evaluation successfully over a period of five 
years or longer in establishing wage differentials. Fewer 
companies have gained long-term experience'in dealing with 
salary differentials, but successful applications affecting 
wage earners are being extended in many companies to in-
dude salaried employees." ' 

RESISTANCE TO JOB EVALUATION 

Job evaluation did not win ready acceptance. There 
were the nonbelievers and the scoffers. In early 1944, 
at a Conference Board meeting on the principles and 
application of job evaluation, there was considerable 
emphasis on the obstacles yet to be overcome. Among 
those obstacles cited were: 

* Resistance of the employees--they had to be sold 
on the idea. 

* Resistance of foremen and supervisors-they had 
to be convinced that job evaluation would not hinder 
them and rob them of authority. 

* Resistance of the union steward-he had to be as-
sured that job evaluation would not undermine his 
status. 

* Resistance of the evaluation committee--its mem-

'"Job Evaluation-Formal Plans for Determining Basic Pay 
Differentials," Studies in PersonnelPolicy, No. 25, p. 4. 

bers had to be absolutely convinced of the soundness of 
its objectives and the need to arrive at a plan which was 
sufficiently simple to be understood. 

. Resistance of management-management had to 
be convinced that job evaluation was worth the cost not 
only of installing the plan, but of making the pay adjust
ments which inevitably followed. Moreover, them were 
many executives who were skeptical of the need for 
evaluation; they tended to view it as a gimmick which 
could not replace the methods long used for determining 
wage and salary rates. 

Despite resistance, job evaluation continued its 
growth, receiving great impetus from the imposition of 
wage and salary controls at the time of World War 11. 
Companies with established wage and salary ranges 
based on some form of evaluation fou;.d themselves In 
the most advantageous position. Many others rushed "to 
get their houses in order." 

From an historical bird's-eye view, the use of job 
evaluation for production workers became widespread 
by the late 1940's, while job evaluation of salaried posi
tions lagged behind. Gradually, however, job evaluation 
was extended to salaried employees, first through the 

classifications of clerical employees, and then into the 
ranks of managerial and professional personnel. Today 
some companies carry formal evaluation up through the 

REVEALING WAGE AND SALARY RANGES 
During the twenty-year development of job evalua

tion a great many problems' in addition to resistance 

were encountered. One was the extent to which em
ployees' shopld be informed of theprecise rates of pay 
established for their own.jobs and the jobs of others. On 
this question there are no statistical data upon which to 
base a firm conclusion on company practice. It would 
appear, however, that companies have been steadily 
moving in the dirtction of revealing established rateopof 
pay,. 

-To some extent rates of pay have been forced into 
the open. As late .as the 1930's many companies .stil. 

considered their wage rates for production workers con-

Reprinted by permission from ManagementRecord. Vol. 23, Nm. 7-8 (July-August, 1961), 15I-17. 
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fidential infoimation. But with the growth of collective 
bargaining, wage rates more and more frequently be-
came a part of written labor agreements and were circu-
lated by unions, if nrt by companies. Those who feared 
repercussions as a result of the disclosure of wage rates 
found that some of their fears were justified because dis-
closure of rates was often followed by a rash of claimed 
inequities. After an initial period of stress and adjust-
ment, however, the clamor subsided. 

For clerical employees it would appear that the trend 
has also been in the direction of disclosing pay rates, but 
to a lesser degree. Some companies have done so "as a 
matter of principle." Others have been inclined to fol-
low suit because of the belief that if they did not provide 
the information voluntarily, pressure would be brought 
to bear. Still others, however, are firmly convinced that 
in their own circumstances it would be unwise to reveal 
pay ranges, believing that possible advantages would 
be outweighed by the disadvantages. In addition, some 
companies have not established pay ranges, or the ones 
they have established are so flexibk that the firms would 
not be able to disclose them even if they desired. 

STATUS OF EXEMPT SALARIED 

While it is reasonably clear what has happened in 
the case of production and clerical workers, little in-
formation is available on the extent to which companies 
now reveal salary ranges of managerial, administrative 
and professional employees who are exempt under the 
provisions of the federal Wage Lour Law. For this rea-
son, THE CONFERENCE BOARD asked fifty-five com-
panics to what extent they informed salaried employees 
about the company salary program, in general, and 
about the employees' salary ranges, in particular. 

The companies selected are not typical or representa
tive. Instead, they are known to have been active in the 
field of salary administration over a period of years and 
for that reason are more representative of the pace set-
ters than the average. The findings, of course, should be 
considered in that light, 

Each cooperating company, in reporting its practices, 
was asked to visualize a hypothetical salaried employee 

-who is in the lower or middle exempt class (such as a 
supervisor, engineer or accountant) and who is working 
on a job for which a salary range has been established, 
If practices in the company vary, each cooperator was 
asked to select a hypothetical employee who is most 
representative of that company. In this way THE CON-

FERENCE BOARD endeavored to avoid the confusion 
that might arise if either salaried clerical employees or 
top ciecutives were included. A review of the informa-
tion provided by the cooperating companies indicates 
that the intended level of the hypothetical employee had 
been properly interpreted to include the bulk of exempt 
employees, but not those at high management levels, for 
whom different practices might apply. 

Of the fifty-five companies included in this study, 
fifty-two companies, or 95%, do explain their salary 
administration program to the hypothetical employee. 
Of these, forty-three explain orally, three in writing and 
six both orally and in writing. 

When the explanation is oral, the usual practice is to 
have the salary program described by the individual to 
whom the employee reports or by the head of the de
partment in which he works. In either event, the person 
making the explanation is generally provided with a 
written guide or procedure manual which suggests what 
the explanation should include. Typically, it is sug
gested that employees be advised of the company's de
sire to pay salaries which are as high as those generally 
prevailing, and which properly reflect the position re
quirements as well as the performance of the individual. 
In this connection, it is usually explained that the salary 
structure is based upon a system of evaluation to assure 
proper internal relationships, that there are ascending 
levels of grades or classes, that salar/ surveys are con
ducted periodically to assure proper relationships with 
the salaries other companies are paying, and that the 
progress of the individual is periodically reviewed. Some 
explanations also include a general description of the 
evaluation process, alotig with a listing of the factors-
such as knowledge and experience-which are taken 
into consideration in the evaluation. 

Several of the companies making oral explanations 
concede that those who actually describe the programs 
may go into considerable detail or just hit the high spots, 
depending upon the people involved and the circum
stances. These companies, however, look upon this 
more as an advantage than as an objection to the oral 
presentation. 

Who Explains Salary Program? 
In a few of the companies the salary program is de

scribed by "an outsider," such as a member of the sal
ary administration staff. In one company, for example, 
a salary administrator meets regularly with a group of 
new employees and newly promoted employees for the 
purpose of giving them an understanding of the com
pany's salary program, with charts and slides used lib
erally to assist in the explanation. In another company 
the salary administrator holds occasional meetings to 
which salaried employees are invited and at which they 
are encouraged to ask any questions they may have con
ceming the program. 

As already noted, of the fifty-two companies that 
inform employees of their salary program, three explain 
it in writing only, while six make the explanation both 
orally and in writing. Written explanations range from a 
concise statement defining the company's intent to a 
more comprehensive description of the salary structure 
and the use of ranges, surveys and other procedures by 
the company to assure equity. 
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Most Reveal Maximum Rate 

Of the fifty-five cooperating companies, thirty-nine, 


or 71 %, tell the employee the maximum salary for the 


position he currently occupies. Of these, fifteen give this 


information to the employee as a matter of course, while 


twenty-four give it only at his request. One company 


that does not explain its salary program is, nevertheless, 

willing to tell the employee his maximum rate, while 


five companies that explain the program do not disclose 


the maximum rate. Only one company indicates that at 

one time it had disclosed the maximum rate, but no 

longer does so. 
While the companies are preponderantly in favor of 

informing employees of the general nature of the salary 

program, a lesser number reveal the maximum rate. Ob-
viously there is more divergence of opinion on the 

wisdom of revealing the maximum rate than on inform-

ing employees of the general nature of a salary program. 

Some of the companies do not reveal the maximum 

rate because they believe it tends to place a ceiling over 

the employee and, in that way, diminishes motivation, 

They ; !so point out that individuals are frequently pro-

roted before they reach a maximum; therefore, as far 

as these individuals are concerned, the maximum rate 

does not really apply. Furthermore, some companies 

say, the maximum rate may be adjusted, usually upward 

because of economic change, which means that the em-
of the maximumployee must either be told -ew or 

remain misinformed. They question the wisdom of in-

forming each and every salaried employee whenever 

there is a change in the salary structure. 
Those who disclose the maximum rate support their 

position with equal conviction. As a matter of principle, 

they believe that if there is a maximum applicable to 
the employee's position, the employee is entitled to 

know of it. They contend that an informed employee is 

more likely to be a good employee, the fewer secrets 
the better. They believe that anything kept under cover 

is likely to be viewed with suspicion, adding that if the 

salary structure is sound and if it is true that the com

pany is living up to its pledge to pay competitive salaries, 

then the employee can be motivated constructively by 

giving him the facts. Several companies say that they 

are proud of the salary ranges available to their em
ployees and they are eager to have employees share 

this knowledge. 
Of the fifty-five companies, forty-seven, or 85%, tell 

the employee when he is at or near the maximum, but 
resome give this information only when the employee 

quests it. Included in the forty-seven companies are 

eight who do not tell the employee the maximum rate 

under ordinary circumstances. Thus, precisely half of 

the companies (eight out of sixteen) that don't ordinar

ily inform the employee of the maximum rate, neverthe

less do so when he is approaching the maximum. 

Of the fifty-five cooperating companies, twenty-four, 

or 44%, will tell the employee, on request, the range 

of another salaried job, if he is not on a "fishing expe

dition." Without exception, companies give such infor

mation only when the other job is one to which the 

employee might logically seek promotion. Some of these 

companies further specify that such information is re

vealed only when a promotion is impending and is actu

ally being discussed with the employee. Several com

panies also report that if the promotion is into the higher 

ranks of management where ranges either do not exist 

or are flexible, then obviously a maximum rate for the 

higher position could not be discussed. 
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Application to health, social welfare, and family planning 
In many parts of the world, white-collar workers, including health, social 

welfare and family planning workers, have employment characterized by: 

(a) 	 Low rates of pay 
(b) 	 Fixed schedules for pay with only limitCd provisions for salary in

creases
 
(c) 	 Great job insecurity 
(d) little proh. -don from within 

U'4der such circumstances, job evaluation will lead almost exclusively to nega

tive administrative action, and theory would predict that job dissatisfaction 
would be high and job satisfaction low. Personnel managers in such circum

stances may be tempted to instititute highly autocratic systems of super

vision in an effort to "force" production from the workers. This may take 

the form of extremely close and strict supervision, externally-set quotas, 

payment on a piece-rate basis, and elaborate (daily) reporting of work per

formed. According to the readings of this chapter, such actions should have 

little positive and probably a negative effect. Thus it is very important that 
such programs reexamine thoroughly their entire systems of pay, promotion, 

and fringe benefits. The following policies might lead to great increases in 

productivity. 
(a) 	 Pay increases granted for high productivity, Lased on annual ratings. 

These increases may include salary and fringe benefits, as determined 
from studies of employee pay preferences. 

(b) 	Promotion from temporary to regular status for sustained high pro
ductivity for a period of three to five years. . 

(c) 	 Promotion, after further training, to higher level positions in the 
system. 

(d) 	 Provision of important fringe benefits most urgently desired by the 

employees. Such fringe benefits may be given in lieu of salary. 

Research of the type illustrated by the readings in this section could: be 

most worthwhile in improving the pay and promotion policy. A careful 

review of the policy by a panel of experts, drawn from, both the public 
and private sectors, could also be valuable. 

Questions for discussion and exercises
1. Whar fringe benefits do you think health, sociai welfare, or family 

planning workers would like most to have? Make arrangements to interview 25 
such workers, and compile a list of the benefits they would like to have. Write 

a report of your findings. 

2. Draw up a set of alternatives described in the article by Nealey. Select 

the option.- in such a way that the conclusions reached in Exercise 1 can be 

tested. Administer combinations of salary and fringe benefits to a group of 
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workers by the method of paired comparisons. Tabulate the results. Do the 

data support or refutr the results of your group discussion? Do different cate

gories of employees "-edifferent preferences, or do they concur regardless 

of occupation or salaty level? 

3. Study the policy of pay currently in effect in the organization which 
employs the persons interviewed in Exercise 2. On the basis of your findings 
of Exercise 2, construct a tentative set of recommendations to the personnel 
manager for revising the pay policy. 

4. For each major category of worker identify higher levels of work to 
which he could be promoted. How compartmentalized are the various levels 
of employment in particular health, social welfare, or family planning organi
zations? How much and what kinds of training would be required at each level 
to make promotion feasible for each position? What proportion of employees 
could be promoted if this were done? 

5. Make a study or production records of people who have voluntarily 
quit a health, social welfare, or family planning organization and compare 
them with records of persons who have remained. Is the organization losing 
workers who, in their first year, were above average in production, as well 
as workers who were below average? Try to find out why above-average 
workers left. If no information exists, draw up a questionnaire for a con
fidential exit interview that would provide this information. 

6. Discuss again, in the light of the readings of this chapter, the advantages 
and disadvantages of paying field workers for health, welfare and family plan
ning programs on a "piece rate" basis-a small basic salary plus an "incentive" 
for each additional case. What effect do you think this has on quality of per
formance? On noneconomic aspects of job satisfaction? Conduct an interview 
with administrators, supervisors and employees in an organization where an 

incentive system is used. What is their opinion of incentives? 

7. In the process of conducting the interviews of Exercise 6, also make in

quiries about relative pay rates-the pay the worker receives in comparison 
with other occupational groups within the organization and with similar oc

cupational groups in other organizations. To what extent is discontent with 
pay rates related to the absolute level of pay and to what extent does it seem 
to be related to perceived relative inequality? Try to link these differences to 

employee evaluations-are the most dissatisfied employees those who are rated 
highest or those rated lowest by their supervisors? 



Chapter Thirteen
 

PERSONNEL PROBLEMS
 

In the course of admini3tering a large number of employees, personnel 
mariagers encounter many vexing problems pertaining to the personalities and 
personal lives of the individual workers or to group behavior that is dysfunc
tional from the point of view of the organization, as well as to their work. 
Among these problems are: 

(a) 	 Emotional instability and mental illness 
(b) 	 Abrasive relations with fellow employees. 
(c) 	 Chronic tardiness and absenteeism 
(d) 	 Loafing, excessive conversation, needless delays 
(e) 	 Alcoholism, drug addiction 
(f) 	 Dishonesty, falsification of records, cheating 
(g) 	 Mindless bureaucracy and use of rules to reduce productivity rather 

than promote it 
(h) 	 Race, religious, ethnic prejudice or tension 
(i) 	 Low worker morale, unrest, or discontent with the organization 
(j) Hostile relations among supervisors, among workers of various depart

ments, or among cliques within the same department. 
The origin and development of these problems can often be explained by the 

failure of the organization to follow the principles of good personnel manage
ment, as outlined in previous chapters of this book. In other cases, problems 
and tensions which infect the local community are brought into the organiza
tion by the employees, and the work situation becomes another arena for 

their expression. Once they have emerged, however, the task of the personnel 
manager is to deal with them. Locating the root causes and correcting them is 
an obvious first step, but this will not always be enough. 

321 
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some of these problems and discussThe articles in this chapter take up 
them. The articles are not intended to give a fixed set of rules for handling 

intended to help the personnel managerthese situations. Insteau, they are 
gain greater insight into the problems and the factors which may cause them. 

theme in common: the problem employees shouldThese articles all have one 
not be treated as delinquents who must be punished for their wrongdoings, 

but as persons with serious problems who must be helped to resolve their 

problems. Often the h9'p required is specialized counselling or treatment by 

specialists. The responsibility of the personnel officer is not to attempt to 

provide these special services himself or through his office, but to help the 
does needemployee accept the fact that he does have a problem, that he 

help, and to arrange for the specialized help needed. 
Another problem, imported into the organization from outside, is race and 

ethnic prejudice and hostility. There is a growing tendency for governments to 

enact legislation making it a civil offense to discriminate in employment along 

the lines of race, class, religion, or ethnicity. Nevertheless, employees still har

bor attitudes and prejudices which favor such discrimination. This makes the 

employer a cutting edge in social change-to make tolerance a condition of 

continued employment. The personnel manager and his department reap the 

whirlwind of unrest, tension, and'hostility which the enforcement of the laws 

entails. Many times minority employees form committees or unions within the 

organization to fight discrimination and prejudice, and personnel managers 

are confronted with the problem of dealing with the demands of these groups. 

The first reading seeks to provide a popularized set of psychological and 

psychiatric concepts which can be used for understanding deviant behavior 

on the job. The second article takes a more sociological perspective and treats 

deviancy as alienation-with the resulting self-concepts of inadequacy or 

powerlessness-arising from maladjustment of the individual to the groups in 

which he works and lives. The remedies involve therapy both for the individual 

and for the organizations or groups that generate the alienation responses. Be

cause it is a problem of such epidemic proportions, a special reading on alco

holism has been included. 
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Understanding 
Frustration-InstigatedBehavior 

PAUl. L. WKINS 

Assistant Professor of Management 


.and 

JoA . B: HPoYNES
Assistant Professor of AA-

The Florida State University. Tallahassee, Florida' 

To begin with, the managerwho isfaced with 
disruptivebehavioron the partof an employee 
must recognize that frustration-instigatedbe-
bavior is exhibited byallpeopleon variousoc

casions. In tying to eliminate frustration-
instigatedbehavior, the managermust identi-
fy the barrierwhich blocks the subordinate's 
way. This article studies some ways in which 
the barriersmay be recognizedandremoved, 

UCCESSFUL" MANAGERS ARE CONSTANTLY 
J looking for ways to motivate and direct their' 
subordinates, recognizing that the human element 
is an integral part of arty organization. In order to 
accomplish the "motivational" aspect of manage
ment, it is necessary to gain a clear understanding 
of why people behave as they do in given situations. 
And to understand human behavior, the many 
forms it takes must be recognized. 

GOAL-DIRECTED BEHAVIOR 

The vast majority of behavior is basically goal
directed. It is this type of behavior that the manager 
will encounter most of the time when dealing with 
subordinates. Goal-directed behavior exists when 
the individual can proceed toward goal attainment 

with a minimum of barriers to impede his progress. 
The norm l behavior p'ttern is depicted in Fig

ure 1. The individual first perceives the existence of 
of thissome unsatisfied need. As the awareness 

need increases, tension is created. This tension de
velops a motive or a reason for the person to seek 
need-satisfaction. As a result of the tension, the in
dividual searches the environment for an appro
priate way to satisfy the perceived need deficiency. 
Based on past experience and knowledge of the 
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of Business, and the co-editor of Marketing Channels andInstitutions, he has published numerous articles in his specialty in profes
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Goal-directed behavior exists when the indi-

vidual can proceed with 'a minimum of
inpeded iaprogres. odividual 

barriers to imaking 
__,_a) 

present situation, the/individual interprets the 

needs in terms of a Want. A want can be viewed as 

something which -the result of environmental-is 

conditioning. In other words, needs are basic to all 

individuals; wants, however, determine the 

specific way the needs will be satisfied. 'For in-

stance, two individuals may perceive hunger (a 

basic physiological need). One individual may want 

a hamburger, while another individual may want 

fish. Although both types of food will act to satisfy 

the need, the different wants are a result of the en-

vironmental conditioning which has taken place for 

each individual. Having perceived a need and inter-

preted it in terms of a want, the individual then en-

gages in behavior aimed at the attainment of a spe-

cific goal. The specific behavior is determined in 
one of two ways: 

1) 	 If the individual has previously sztisfied this 

need through a certain type of behavior, he 

will have developed an evoked set. Ail 
evoked set comes about through the accu-

mulation of knowledge which is stored in 

our memory. In other words, if a certain 
type of behavior resulted in need satisfaction. 
in the past, this information will be stored in 

our memory. When the individual once 
again perceives the existence of a certain 

need, he may evoke the previous behavior 

pattern from his memory and attempt to 

satisfy the need by enpaging in the same type 

of behavior as before. 

2) 	 If the individual is encountering a new, or 

unique situation, he will not have past per

formance to rely upon. In this case, the in
may engage in a rational decision

process in the following manner: 
Determine alternative courses of action. 

b) Determine the utility of alternative 

courses in satisfying the need. 
c) Determine the probability of need-satis

faction resulting from each alternative. 
d) Select the alternative with the highest 

probable utility. 
Having selected the specific behavior, the indi

vidual then works toward the attainment of a spe

cified goal. This goal is something which can be 

clearly defined by the individual---such as the con

sumption cf specific goods and/or services. When 

the individual has attained a sufficient amount of 

the desired goal, this information will signal that 

the basic need is being satisfied. He will continue to 

work toward goal attainment until the tension 

created by the need deficiency is reduced. At this 

point, another need deficiency is perceived to be 
most important and the motivational process con

tinues. An example of this total process would be 

when an individual experiences thirst (a basic phy

siological need). He enters a restaurant and asks for 

aCoke(a want);pays for the Coke and begins drink

ing (specific behavior). He continues to drink until 

the Coke is consumed(goal) or the goal is reached 

(i.e., his thirst is quenched and need satisfaction has 

occurred). 

FRUSTRATION-INSTIGATED 
BEHAVIOR 

Unfortunately, not all behavior iollows the nor

mal motivational pattern described above. At 

FIGURE 1 

GoalDirected Behavior Model 

Environment 

GoalMotivated BehaviorWNeed 

"Feedback"
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Different types of defense mechanisms have 
been identified by psychologists. Each repre-
sents a type of frustration-instigated behavior, 

times, individuals engage in frustration-instigated 
behavior. This occurs when the individual per-
ceives that the path toward reaching his goa! is 
blocked in some manner. (See Figure 2.) As with 
goal-directed behavior, the individual experiences a 
need deficiency. This deficiency is interpreted as a 
want,and the individual in engagesgoal-directed be-
havior aimed at satisfying the need deficiency. 
However, unlike the normal pattern, a barrier 
arises which tends to thwart his efforts. Barriers can 
take many different forms-physical, financial, or 
even psychological (or emotional) in nat Lire. For ex-
ample, an individual with a psychological barrier 
might be a person who has convinced himself that 
goal-attainment is impossible. 

3) Engage in frustration-instigated behavior. 
The first two choices are normal adjustments 
which often place the individual back on a path to 
goal attainment. Human beings are very adaptable 
and in the vast majority of cases they will change 

their behavior or goal when they encounter a 
barrier. It is the third possible reaction to the 
barrier which should be of concern to the practicing 
manager. 

When an individual perceives that he is unable to 
satisfy his needs because of a barrier, he is unable to 
reduce tension and, as a result, he experiences frus
tration. A student who studies conscientiously 
every day, only to flunk out of college at the end of 
his first year, would, indeed, be quite frustrated. 
Reaching his moal, a college degree, would have re
suited in the satisfaction of many ueedb. However, 
his inability to achieve this goal means that tension 
is not reduced (and may even increase), and the in
dividual becomes increasingly frustrated because of 
his inability to cope with the barrier. People react 
to frustration in many different ways. 

UFzt~wr. 

Frustration -Instigated Behavior Model 

BARR ER 
Environment
 

NeedWantGoal
 

Frustration-Instigated Behavior
 

1. 

2. 

3. 

4. 

5. 

6. 


Despite the nature of the barrier, the alternatives 
available to the individual are rather limited. Three 
possible choices exist: 

1) Change behavior in attempt to reach the 
goal. 

2) Change the goal itself. 

aggression
 
rationalization
 
fixation
 
repression
 
regression
 
avoidance
 

TYPES OF
 
FRUSTRATION-INSTIGATED
 
BEHAVIOR
 

There are many different types of defense mech
anisms which have been identified by psychologists. 
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A major aspect of effective management is the 

creation of a climate conducive to goal 
attainment. 

Each of them represents a type of frustration insti-

gated behavior which may involve the following, 

AGGRESSION 

anFrustration may increase to the point where 

individual engages in aggressive behavior. Aggres

sion can lead to hostility and a striking out in des-

tructive behavior. Gaze type may be directed against 

the object or person that is the perceived barrier, 
For example, the angry worker who hits his super-
visor may be expressirig aggressive behavior toward 
the perceived barrier. Another form of aggressive 
behavior is "displaced aggression." This form is 

directedat a person or object other thanthe sourceof 
frustration. The worker who is verbally reprimand-
ed by his boss, and then goes home and starts an 

argument with his wife, provides an example of dis

placed aggression. Aggression is one of the most 
common forms of frustration-instigated behavior. 

RATIONALIZATION 

Rationalization occurs when an individual makes 
excuses for his failure to cope with the bar:'!i'r. For 

example, the worker who is unable to accomplish a 

specific task might blame this shortcoming on poor 

supervision, poor working conditions, cheap ma-

terials, or worn-out tools, rather than admit his 

own shortcomings which, in reality, may represent 

the barrier to need satisfaction. This, too, is a fairly 

common example of frustration-instigated be-

havior. 

FIXATION 

This type of behavior occurs when an individual 

continually repeats unsuccessful attempts to reach 
the same behaviora particular goal. He exhibits 

and over again, although experiencepattern over 
it has previously accomplishedhas shown that 

nothing. According to J.A.C. Brown, common 

symptoms of fixation in industry are "the inability 

to accept new facts when experience has shown the 

old ones to be untenable, and the type of behavior 

exemplified by the manager who continues to in-
when this is only makingcrease penalties" even 

the conditions worse.' 

REPRESSION 

Individuals sometimes repress unpleasant ex
periences or feelings from their conscious aware
ness in order to deny their existence. A worker, se
verely criticized by his supervisor, may be able to 
"conveniently forget" the experience because it is 

too painful to remember. Such a reaction enables 
the individual to temporarily relieve tension by for

getting the existence of a barrier. 

REGRESSION 

This type of behavior occurs when frustrated 

individuals give up pursuing constructive attempts 
to moreto overcome their barriers and regress 

primitive and childish behavior. One of the more 
common forms of regression, of particular concern 
to the manager, is horseplay on the job. Although a 

certain amount of regressive behavior may help to 

relieve tension in stressful work situations, im
moderate horseplay interferes with productivity and 

may well lead to accidents and injuries. s 

AVOIDANCE (NONINVOLVEMENT) 

Avoidance occurs when, after a period of frus
tration, the individual loses hope of accomplishing 
his goal and wants to withdraw from reality and 

thus the source of frustration. This is a common 
characteristic of people in boring, routine jobs. Of

ten the frustrated individuals resign themselve.s to 

the fact that there is little hope for improvement. 

Specific signs of avoidance are excessive absentee

ism or tardiness, a high sick call rate, and high 

turnover. 
It is important to note a couple of points concern

an indiing frustration-instigated behavior. When 

vidual is engaging in this type of behavior, he ha3 

stopped trying to make the necessary adjustments 

which could lead to goal attainment. In other 

words, frustration-instigated behavior is not goal
result in need satisfaction.directed and will not 

From the perspective of the individual, frustration

instigated behavior helps to relieve some of the ten

sion which has developed as a result of the indi
barriers tovidual's inability to cope with specific 

his need satisfaction. From the standpoint of the in

dividual, frustration-instigated behavior may help 

to relieve tension brought on by his frustration. 

CHALLENGE TO THE MANAGER 

The knowledge that frustration-instigated be
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occa-havior is exhibited by all people on various 
sions provides the manager with a starting point. 

aUnfortunately, all too often in the past when 

supervisor noticed disruptive behavior by one of his 
"Joe's ir-subordinates, his typical reaction was, 

rational behavior is creating so much difficulty in 

our department that I'm afraid we'll have to let him 
This view of Joe's actions is obviously in-go." 


adequate. The manager is simply shunting off any 


responsibility for analyzing the problem and help-


ing Joe to solve it. 

In trying to eliminate or at least to minimize 

frustration-instigated behavior, the manager must 
first try to identify the barrier which is blocking the 

subordinate's way. In some cases, this may be 

easy; in others, especially where the barrier exists 

primarily in the worker's mind, thorough investi-
gation may be needed. 

In many cases, talking privately with the em-

ployee may enable the manager to pinpoint the bar-
rier and find ways to overcome the difficulty. In-

formal discussions with those who are close to .the 

employee may 2lso give some valuable clues for 

handling the situation. 
The next step is to classify the barrier in terms of 

its potential. solutiwn. Some barriers may be re-

moved solely through the efforts of the manager in-
while others may call for a coordinatedvolved, 


effort with various staff members. 

The final challenge to the manager is the actual 

removal of the barrier. This ;s quite possible if he 
coun-exercises some control over it. For example, 

seling with an employee who appears to be non-
involved (avoidance) with his work since having 
been passed over for promotion, may lead to a 
number of solutions. To remov;: this barrier, spe-
cial training may be arranged which would put the 
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employee in a much stronger position for con
sideration when the next promotional opening oc

curs. Another possibility would, be to look into the 

chance of a lateral transfer to an area that will have 

promotional opportunities in the near future. This 

will not only help the employee return to goal
it ?'ill also benefit the organizadirected behavior, 


tion through increased productivity and better
 
morale.
 

A major aspect of effective management is the 

creation of a climate which is conducive to goal at
needs which must betainment. Employees have 

satisfied, and it is important that they have the op

portunity to reach both the intermediate and long

range goals which they have set for themselves. 
When they exhibit frustration-instigated behavior, 
they are doing so because barriers exist which pre

vent them from achieving those goals. By identify
ing, analyzing and removing the barriers, the man

ager can help to create an environment which al

lows the employee to work toward his goals and at 

the same time toward organizational objectives. 
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Alienation.Counseling Implica

tions and Management Therapy
 

relationsROM a management-employee
F standpoint, alienation is a far more seri

ous problem than poor morale or job dis

satisfaction and other symptoms of frustration 
andand unrest. Alienation is an insidious 

one's selfcrippling social attitude towards 

and others. The alienated person in the work 

reject the corporate environ-situation may 
ment in its totality-his job, fellow employ-

ees, his boss, and his company. By definition, 
in degree from tempo-alienation may range 

rary -hostility towards others to insanity. How-

news media and sociologicalever, when the 
reporters use the term alienation, they are 

not necessarily talking about psychopathology. 

They are more likely describing a widespread 
with the estab-attitude of disenchantment 

lished order of things. Research on public 

opinions (Harris Survey, 1966, 1972) for 

example, indicate that 41 percent of the -peo-

pIe in the U.S. feel largely alienated toward 
which they live. Evidencethe system under 

is given that the mood of disenchantment is 

still running deeply in the nation: 

(1) 	 64 percent of the public still agree 

with the statement that 	"tax laws are 

written to help the rich and not the 

PERRY A. CONSTAS
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Numerous articles have erupted recently 
cor.lamenting the growing number of 

porate dropouts and the mass exodus of 
Therebored and frustrated managers. 

is a persistent and gnawing theme in 

these acrounts that contemporary man is 
of aliena.a helpless and unhappy victim 

tion. Are we taking it for granted that 

alienation has its primary origins in our 

institutions and organizations?This arti

cle challenges that assumption and aug. 

gests that there may be a strange cause

effect relationship within man himself 

that may be worth exploring. 

Perry A. Constas has had seventeen years of experience in employee relations, including eight years with Gen

with 	 the University of Chicago. Before as
as Director of Student Affairseral Electric Company and two years 

suming his present post, he was manager of personnel relations for Foxhoro's Area U.S. Company. A graduate of 
instructor In management and 

Boston University with an M.A. in counseling, Mr. Constas serves as a visiting 

leadership courses at Northeastern University. 

Reprinted by permission from PersonnelJournal,Volume 52 (May, 1973), 349-56. 



329 

average man." 
(2) 	61 percent agree with the statement 

that "the rich get richer and the poor 

get poorer." 
(3) 	46 percent of the people still feel that 

"what I think doesn't really count 

much in politics." 
(4) more than one person in three or 36 

percent feel that "people with power 

are out to take advantage of me." 

(5) 18 percent say they feel "left out of 

things around me." 

SYMPTOMS, CAUSES AND PREDISPOSITIONS 

Analysts and writers of business conditions 

are generally placing the responsibility and 
blame for employee disenchantment upon 

organizations and 	 institutions, while suggest-

the quality of corporate life styles
ing 	that 

and 	growing steadily worse.
is deteriorating 
To help support this position, observations 

unem-are 	made that absenteeism, turnover, 
illness, alcoholism, drugployment, mental 

abuse and unionism are increasing at a fast 
inde crusaton astrabte anunionismear 


rate. Further indexes that frustration end 
are 	on the up-discontent with corpoate life 

swing are suggested by unfulfilled needs for 

involvement and 	 participation in the deci-
the 	lack of communica-sion-making process; 


tions and direction from topside: restlessness 

due 	 to the inability to fully utilize one's apti-


tudes and capacities; loss of job security; and 


a general uneasiness and disenchantment with 


the 	 highly bureaucratic and authoritarian 

superstructures in business, 

IDENTITY AND THE NEED TO 
ACHIEVE ARE KEY FACTORS 

identity 
of personalieiThe individual's sensestruggle to achieve hisand 	 his continuing 

goals and implement his self-concept are vital 
if we are

must be consideredl to 
needs that 

a clear and reliable definition of theobtain 
problem that we rather loosely refer to as 

are 	an integral partalienation. Tihese 	 needs 
of career values and decisions. The individual 
will 	feel frustrated if his perception of oppor-

for 	 achievement, self-developmenttunities 
and personal rewards appear to him to be 
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that 	strivlessening, or if he feels convinced 
ing is futile and his goals for self-fulfillment 

are 	unattainable. 

by definition, alienation may 
range in degree from temporary 
hostility toward others, to 

insanity.
 

Consider the limitations and restrictions 

that have made some minority grops and 
women feel ineffectual and stereotyped 	 in 

beAlienation maytheir vocational pursuits. 
only a step away. 	In the business world the 

oete rsretesausrtgcpsto
individual's immediate supervisor is in a very 

strategic position 	to either preserve the status 

quo or to encourage and stimulate individual 

growth and development. 
and -quality of interaction be-The nature 

tween (a) the individual, (b) his manager, 
(c) other significant and influential peo

and 
pie in the organization will determine how 
well or how poorly their mutual needs and 
expectations are being processed. For example, 

if the manager relates to 'the individual by 

assuming either too much or too little respon

sibility; i.e., controlling and dominating ver

sus 	relinquishing and sidestepping, the indi

vidual may either withdraw or become aggres
andsive. When individuals feel powerless 

unable to cope with situations and conflicts 
they have little orin their jobs over which 

no control, they may react with apathy, in

difference, anger and resentment. Finally, the 

results of feelings 	of alienation and disne-
enchantment may lead to serious economic 
consequences through loss of interest in work 
and decreased levels of productivity. Telltale 

signs and symptoms of alienation are also
usually indicated by the following character
istics: 

(1) 	No goals; no striving or future plans. 
(2) 	Lack of communication. Out of touch 

with. others and a tendency, to avoid 
close relationships. 

(3) 	A poorly defined self-concept. 
(4) 	Apathy and boredom. 
(5) 	Resistance to change. 
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(6) 	 A limited exercise of alternatives, 

choices and decisions. 

I.IENATION ROOTED IN SELF-ESTEEM 

No respecter of persons, experience or age, 

dlienation has its roots deeply embedded 

within the self-esteem of its victims. A high 
xchool dropout who quits school to avoid 

:ailure and frustration may be motivated to 

:he same degree as an employee who quits 

iis job to look for greener pastures. Either 

ne or both may be alienated from a particu-

lar association or all associations. There are 

many explanations and one of these is that 

:he harmful effects of autocratic or paternal-

stic styles of leadership, whether in schools 

)r in factories, are very similar when the use 

f power leads to controls that are coercive, 

4 steady diet of coercion that controls and 

manipulates others may result in either hos-

tility or aggression in the form of retaliation 
:r withdrawal and apathy. The inability of 

individuals to cope with situations and con-
fiicts over which they have little or no control 

is bound to have a deleterious effect on their 

yrowth and development. In other words, if 

the individual is deprived of free choice and 

independent judgment to direct his own life, 

lie may unwittingly surrender his individual 

listinctiveness by finding refuge and deliver-

ance from the meaningless burdens of his in-

:lividuality. He may simply give up the re-

iponsiblhity and the struggle to develop him-

;elf 	 into the person that he is capable of 

becoming. 

fHE 	 SELF-CONCEPT-AFFIRMS OR 

NEGATES INDIVIDUAL RESPONSIBILITY 

The individual's desires for self-actualiza-

tion, his sense of personal worth and esteem 

are bound up within his self-concept which 

may be regarded in four dimensions. The in
dividual chooses to affirm or deny opportuni-

ties for self-direction and to confirm or dis-

claim the responsibility for his own growth 

and development in each of the following 

areas: 
1. The Achievement Self-Concept 
2. 	 The Emotional Self-Concept 

Frustration and discontent 
with corporate life are on 
the upswing. 

3. 	 The Social Self-Concept 
4. The Ethical Self.Concept 
The self-concept, as a whole, is a product 

of the individual's relations with others and 

his own internal criteria for developing his 

identity. A brief summary of each of these 

self-concepts follows.' 

1.The Achievement SelJ.Concept 
The achievement motive varies considerably 

between people. Individuals with accurate 

self-assessments may be expected to perform 

in such a manner that their interests, apti

tudes and accomplishments are relatively con. 

sistent. They project a healthy self-acceptance, 

an adequate self-esteem and confidence. It is 

the "I can. .. " type of statement that dis

closes the individual's conceptualization of 
himself. Persons with a low achievement mo
tive, on the other hand, may lack self-respect 

because of their inability to live up to ex

pected standards of behavior. Their self-con

cept, or expression of abilities and talents 

may be expressed by the "I can't. . .." type 

of response to assigned tasks. The individual's 

experiences with acquired knowledge, skills, 

intellectual capacity. mechanical and general 

aptitudes, specific abilities and interests are 

incorporated in formation of the achievement 

self-concept. The competent individual feels 

potent and worthy of being taken seriously 

by himself and others. The person who lacks 

the attitude of competence may not dare to 

hope or to achieve. The competent person 

may experience conflict, disappointment, and 

frtistration. but he is not likely to think of 

himself as bored or defeated. 

2. 	 The Emotional Self-Concept implies 

that the individual understands and is aware 

of his feelings and attitudes. Emotions of 

love, fear, worry. shyness. anxiety. etc. can 

be a meaningful index to a person's attitfides 

and personality. Moods and perceptions may 

have positive or negative consequences in 
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No respecter of persons, 
age, alienationexperience or 

has its roots within the self-

esteem of its victims. 


terms of how the individual copes with job-

related conflicts andi stresses. 
The emotional self-concept is translated 

into what the individual does to balance 
impulses andspontaneity and control of his 

to express and controlattitudes. The ability 
emotions also projects impressions that affect 

interpersonal relationships, judgments and 

others. Tolerance for ambi-appraisals from 

guity and risk-taking behavior also has emo-

tional and attitudinal origins. They may 

either help to facilitate or hinder achieve-

child-parent relationships mayment. Early 
often preordain feelings and attitudes towards 

others. Models of authority, rivalry, reward 

and punishment in childhood may be dupli-

cated in adulthood associations. 

3. The Social Self-Concept is a by-prod-

uct of our relations with others. Group status 

or holding a secure position in a group is 

usually an essential element of the employer

employee contract. Prestige or acceptance and 

recognition by others furnishes affirmation of 

a self-concept that signifies worthiness and 

success. The ability to meet people, mix with 

others and handle feedback from them reveals 

one's social self-concept, 
Some people naturally enjoy working with 

groups, i.e., sales, advertising and managerial 

work, whereas others prefer woiking as indi-
.lAduals, with other individuals, i.e., artists, 

writers, engineers, scientists, etc. 
The individual's choice of occupation and 

career aspirations provides social and sesi-

actualizing roles. Unfortunately, we know of 

too many instances where young people may 

respond more to family 	 pressures than to 
decisions affectingself-actualization needs in 

their educational and occupational choices. 
re-By the same token, adults may also be 

social pressures andsponding to external 
artificial status desires at the expense of their 
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needs by pursuingown self-actualization or 

higher rank in theaccepting positions of 
significantpecking order. Perhaps the most 

point of the social self-concept is the nature 

and quality of interaction between the indi

vidual, his peers and his immediate super

visor. These relationships may very well de

termine the individual's level of acceptance, 

or failure, and his prospects for adsuccess 
in any formal organization. Withvancement 


all due respect to the emphasis being placed
 
accomupon the importance of results and 

are 	 still measurplishments, many managers 
and other supervisorsing 	their subordinates 

the basis of personality traits and chemon 

istry.
 

The personal preferences of an individual's
 

manager may or may not be mutually under

stood. The individual may never really know 

of or be sensitive to any differences between 

his own assumptions about himself and his 

manager's perceptions of his behavior. If the 

individual is in the dark about his manager's 

and is deprived of feedback onexpectations 
there is a good chance thathis 	performance, 

a serious discrepancy will exist between his 

own self-assessments and appraisals by others. 

Such disparity miy seriously affect achieve

ment and emotional stability. 

4. 	 The Ethical Self-Concept is the indi
as a moral andvidual's appraisal of himself 

ethical person. His sense of personal integrity 
and principlesand commitment to values 

has a unifying and integrating effect upon 

his total self-concept. 
sensePropriety as a professional manager, a 

of duty and responsibility to others, use of 

autho ify and power over others are all func
tions of the ethical Olf-concept. Expressions 

of "I ought. . . ." or "I should. . . ." are 

reflections of intentionality in various situa

tions that call for decisons involving organi

goals, values and ethical censiderazational 
and welfare oftions affecting the security 


others.
 
that employeesThe credibility and trust 

feel towards higher management are a reflec

tion of their confidence in management's 

ethics and integrity. 
status andPreoccupation with personal 
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position by managers is often the cause for 
suspicion, while a greater concern for the 

needs of oth'ers and organizational goals is 

more apt to project unselfishness, confidence 
and trust. 

Another important element of ethics is the 

professional obligation that the manager has 

to his associates, peers, and superiors to main-

tain a human relationship with them. 

The self-concept is a product 
oftheself-onc id s ratpod t 
of the individual's relations 
with others and his own internal 

criteria for developing his 
identity. 

These four self-concepts are the individual's 
picture of himself with special meanings that 

are acquired and subject to change with 

experience. Each coinponent is organized 
or role whicharound some particular status 

may involve functional or social expectations. 
Unexpected or undesirable changes and 

disruptions to these self-concepts may cause 

personal problems and difficulties that require 

the attention of managers or in-depth counsel-

ing and guidance. 
Problems are inevitable if the individual 

finds his work inadequate to his self-image 

if he feels unable to measure up to hisor 
assignments. 

COUNSELING IMPLICATIONS 

The alienated person is apt to feel power-


less and unable to implement or affirm his 


self-concepts. His sense of identity may be 

He may feel lonely and isolatedweakened. 


off from the main stream of manage-
-cut 
ment activity. He will most likely manifest 

protective symptoms including withdrawal or 

aggressive behavior, doubt, boredom and frus-

tration. In problems of this sort, the coun-
selor is apt to be confronted with ambiguous 
and poorly defined self-concepts. He will find 
it difficult to traverse the pathways of self-
concepts troubled and confused by disparities 
with reality and experience. 

COUNSELING GUIDELINES 

1. The role of the counselor in dealing 

with alienation is to attempt to identify and 
define die underlying problem. This kind 

of problem is usually centered around dis

tortions between the individual and his out

side references. 
2. The counselor should be careful not to 

confuse interpersonal conflicts, criticism and 
disagreements with alienation, Not everyone 
who is dissatisfied with himself, his boss or his 

company is necessarily alienated. It is im
portant to make a careful distinction between 

destructive and constructive criticism. Indi
viduals may be critical of their managers and 

still remain extremely loyal to their organiza
tions. They may be outwardly dissatisfied in 

general, yet be able to produce desired results. 

The person who is truly alienated is probably 
non-productive. 

3. The counselor's primary responsibility 

is to provide the alienated individual with 

support, understanding and encouragement. 

4, He should explore the individual's self

concepts and search for clues that may help 

to define the problem. By carefully examining 

his own self-concepts, the individual may be 

helped to discover his needs for social accept

ance and belonging; meaningfulness in his 

work; self-identity; and the importance of his 

associations and relatedness to others. 

One's self-concept tends to be both con

sistent and persistent. There may be a ten

dency to conform to it with considerable 

obstinacy and to deny contradictory feedback 
Hence, insight and change are not acquired 

overnight and may take a long time to ma

terialize. 
5. The role of the counselor is to help 

the alienated person to retrieve his lost sense 

of freedom and autonomy. This suggests that 

the individual is capable of finding his own 

solutions to his problems with the assistance 
and guidance of others. 

6. The counselor should try to help the 
alienated person express how he perceives 
his situation and his self-concept. That is, 
he should encourage the person to become 
reacquainted with his feelings and attitudes. 

7. The counselor should encourage the 



individual to take some initiative and posi

tive action, i.e., writing a resume; applying 
for a- transfer; taking a course; completing 
an overdue assignment; pursuing a hobby 
more seriously; undertaking a civic and com
roinity responsibility, etc. 

The counselor should listen and encourage 
the individual to talk out his problems with-
out censure or approval. He should refrain 

from the temptation to prescribe for the 

person, but assist him in developing his own 
en-solution. Finally, the counselor should 

courage and assist the individual in carrying 
out his own plan of action. The closer we 

get to understanding the other person's mo-
tives and values, the closer we are to under-
stanuing and knowing him. 

MANAGEMENT THERAPY 

Despite the evidence suggesting that middle 
and upper echelons of management are be-

coming increasingly more dissatisfied with 
corporate ifeasitgl mors dtmsees thave 
corporate life, the managers themselvesiive 
not, up to this point at least, taken positive 
steps to reduce alienation in their organiza-

ions. Despite all the talk about participative 
management, traditional management controls 
and authoritarian methods are still going 
strong , 

vrictimofaleanaHer isinescapayviainand
victim of alienation. He is inescapably impli-
cated and involved in helping to create the 
cae~ andionvolvedt ielinto ete. tHe 

issof 
How then can organizations counteract or 
at least minimize alienation within their

ranksobscureranks? 

First, they must recognize that managers 
are their principal agents of change and that 

to thethey are responsible for helping set 
climate in their organizations. 

Second, they must realize that human 
do not occur in 

growth and development 
a vacuum. Development is an interactive and 
dynamic process requiring the mutual sup
port and cooperation of the individual and 
his -manager. If individual differences in in-
tellectual, social, emotional and ethical needs 
are continually ignored, there will be un-
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The individual's choice of 
occupation and career aspirations 
provides social and self-actualiz

ing roles. 

favorable repercussions. A manager who is 

not interested in contributing to the effec

tiveness and profitability of his organization 
would not be tolerated for too long. What 

about the manager who is disinterested in 

the development of his human resources, who 
is timid about setting goals or reluctant to 

plan and communicate -priorities, who is 
loathe to assess his own performance and 
help others to appraise theirs, who prefers 
to play it by ear, who is inclined to keep 

who is suspicious andothers in the dark, or 
distrustful of others? We may speculate not 

only on his performance, but even more 
importantly upon how he affects others. 

No one likes to be kept in the dark. Em
ployees in general and professionals in par
ticular become very uncomfortable when they 
feel uninformed and u;.tcertain about -their 
future. They have a real need to be in full 
control of their jobs and to have a greater 
influence in their environment and in their 
work. The sense of professional identity may 
have a strong pull on many individuals to 
become more closely associated with the in.
tentions and purposes of their organizations. 
etosadprssofhirrgnzin.
The organization may default if its own sense 

identity and direction is too hazy and 

ambiguous. Some individuals may not be able 
to tolerate an organization whose goalsobcreadinopehnileitero are

and incomprehensible. Others, of 

delight in the freedom and opcourse, may 
portunities for independent action and inno
vation offered by the same conditions. 

It is not enough to dwell on human be

havior. Attention should also be given equally
to the work itself and on how it impacts on 

The alienated person is apt 
to feel powerless and unable 
to implement his self-concepts. 
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people before an accurate evaluation and 

diagnosis can be made. 

TWELVE PRACTICAL SUGGESTIONS FOR 

AND
DIAGNOSISASSESSMENT, 

IMPROVEMENT 


1. Audit objectives, goals and priorities on
 
a continuing basis. 


2. 	 Periodically analyze all functions. Iden-


tify essential and nonessential tasks. 

3. 	 Eliminate nonessential work atid, if pos-


sible, combine functions where dhiplica-


tion of effort is apparent. 

4. 	 Determine ifand how performance ap-


praisals are conducted. Are they used 


more as a tool for communicating plans 


and goals? to stimulate performance ira-


provement? or to control performance? 


Are performance appraisals used to assist 


individuals to connect their personal 


career goals to the needs and objectives 

of the organization? Or does the man 

ager play Simon I egree by using per-

lor-nance appraisab; to coerce, threaten, 

criticize, praise anti decide instead of 
listening, guiding, advising and encour-
aging his subordinates to develop their 

own abilities and potential? 
5. 	 Audit manpower on a continuing basis 

to identify individual levels of perform-
ance and individual development needs. 

6. 	 Identify managers who have reached 
their peaks in their present assignments 
and make appropriate plans. 

7. Hold managers responsible for meeting 
the organization's criteria for career plmn-
ning and individual development. 

8. Ilentify high potential and low potential 

people. Plan and take iction accordingly. 
9. 	 Find out what the needs, aspirations and 

development goals are for individual 
managers. If his needs and aspirations are 

incompatible with those of the organiza-

tion, he should he encouiraged to either 

change his goals, negotiate new organiza-

tional objectives or give serious thought 

to quitting. 
Ift. Provide professional counseling services 


for career planning and development. 

I1.Find out why dissatisfied people are dis-


Large scale organizations are 
responsible for turning peopleagainst the systems designed 

to serve human wants and needs. 

satisfied and, if possible, help them do 

something cotistructive about their prob

lem.
 
12. 	 Explore opportuiilies for implementing 

a job enrichment program to provide 
opxnirtunities for self-improvement and 

increasing productivity. Although job en

richment is more common at lower levels, 

it may also be installed for management 

functions. Any other program by any 

other name that facilitates the individu

al's particilation in goal setting and 

performance evaluation may also be used 

to achieve the desired results, i.e., AlBO, 

(0ircer Development Planning. Self-Ap
praisal, Coaching, Job Rotation, etc. 

THE NEED FOR MANAGEMENT 
DEVELOPMENT 

To foster a healthy climate and an atmos
phere of organizational vitality, higher man

agement levels should be involved indeter
mining the needs and objectives of a develop
ment program designe'd to optimize its human 

They should actively participate inresources. 

every stage including determination of needs,
 
setting objectives, actively participating in the
 
learning phases, evaluating and reinforcing its
 

effects. 
Management models, motivational theories 

and leadership techniques abound. We are 
aso reminded 'by a steady flow of literature 

that large-scale organizations, institutions and 
corporations are responsille for turning peo

pile against the very systems that were designed 

to serve humnan wants and needs. Mysterious 
forces with corporate and executive powers 

referred to as "they" are held accountable for 

individtial faihres, disappointments anti tin
realized career plans. 

If in the face of all this man feels helpless, 
is it because he believes himself to be helpless 



and imprisoned without a sense of purpose 
and of personal achievement? He cannot help 
but feel helpless if he is uninformed and un-
able to participate in the planning and deci-
sio-miz-king activities of his organization. In 

this sense, alienation isequivalent to quitting. 
The alienated person may choose, however, 
to 	 remain on the payroll in a job that is 

stripped of vitality without any opportunity 
for fulfillment and accomplishment. Who can 
calculate the losses, both organizational and 

human, in this kind of coexistence? 

The most important needs of organizations, 
are sur-synonymous with basic human needs, 

vival, profit and growth. The individual who 

gives up and renounces his needs, therefore, 
The individualalienates and loses himself.who chooses not to relinquish but to struggle 

to the best of his abilities is more apt to satisfy 
both his needs and the needs of others. He 

mayth venfinstuggl itelfa rwaringNostrand, 

may even find the struggle itself a rewarding 
and fulfilling experience. 
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The Alcoholic Employee
 

GARY W. WULF
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Northern Illinois University, Dekalb, Illinois 


Evidence is mounting that alcoholism is 

fast becoming our Number One health 

problem. It is becoming obvious, also, 

that fring is not the solution. Rather it 

is an irritant. Termination is expensive 
and wasteful of human resources. Here 

are some thoughts on how to detect and 

appraise the disease and what to do about 

it. 

N TIS "enlightened era" of personnel ad-

I ministration, it is surprising that the an

swer to the question, "What does your organi

do about the alcoholic employee?" iszation 
often the unabashed, "Why, we fire them, of 

course." 
There are many reasons v hy such action is 

inwise. First, and foremost,shortsighted and 
alcoholism is a disease-and a complex one. 

that it may beScientific opinion indicates 
caused by a combination of elements involv

ing (1) physical, chemical or organic factors, 
or emotional(2) psychological, psychosomatic 

difficulties, and (3) causative factors in the 

environmental situation. It would be just as 

logical, or illogical, depending on the point of 

view, to fire the employees with ulcers, diabe

heart disease as to discharge the alcotes or 

holics.
 

It is possible that one of the reasons why an 

employer singles out the alcoholic for dismis

sal, as opposed to those employees with other 

illnesses, is that the alcoholic does not consider 
One of the most frustrathimself to be "ill." 

ing characteristics of alcoholism is the inabili

ty of the problem drinker at any stage of his 

illness to accept or recognize that he/she is in 

serious trouble despite overwhelming evi

dence to the contrary. This can serve to tax an 

and is com-
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employer's patience to the breaking point. 
A popular myth, namely that alcoholism is 

an untreatable disease, may also contribute to 
tie plight of the problem drinker. A clear 
distinction should be made between "untreat-
able" and "curable." True, alcoholism cannot 
be cured, but Ut can be arrested. 

A popular myth-that 
alcoholism is an untreatable 
disease may contribute to 

the plight of the problem 

drinker. 

The process of arresting the disease involves 

systematic treatment, something that is being 

successfully carried on by a number of hospi-

tals and agencies in this country. Lutheran 

General Hospital in Park Ridge, Illinois, for 

example, claims that between 70 and 80 per-
enter its programcent 	of the alcoholics who 

come out recovered, with the disease ar-
ce t ore e with t200alcoheiese ahr-h 
rested. 1 More than 1200 alcoholics go through 

athis program each year, program that in-

volves a 28-day in-hospital treatment and a 10 

week follow-up period. There are many other
insttutonsandagecie tht bastof uc-

institutions and agencies that boast of suc-

cesses similar to that of Lutheran General. 
Unfortunately, many hospitals refuse to admitUnfotunaelymanyhosptalsrefue tosho0uh( 

and treat patients as alcoholics. Although the 

we are still not admittingevidence is clear, 

that alcoholism is fast becoming our Number 


One health problem, and that increased serv-

ices must be made available to provide treat-

of this country's alcoholics,ment for more 
now estimated to number 9.6 million, 

Sound business practice would indicate tak-

ing another look at the policy of discharging 
problem drinkers. A company that fires em-

ployees discovered to be alcoholics is only 
in the last stages of thedischarging those by 	 allpromotes concealmentdisease. This 

other employees with the same problem. In 

addition, the company isabandoning a consid-
erable investment. The average alcoholic em-

ployee has more than 10 years experience with 
his company. 

IChicago Tribune, October 5, 1972, p. 2. 
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Companies that do not have some sort of 
policy or program to deal with and help the 
alcoholics on their payroll are saying, in effect, 
"We will pay an economic premium for the 
successful concealment of alcoholism. When 
an employee can no longer hide his condition 
from the attention of management, his em
ployment will be terminated." 

When a program to deal with the problem 
isproposed, the reaction isoften that it would 
be too expensive, or that the company is too 
small to justify the time and trouble it would 

take. Both of these claims are groundless. An 
alcoholism program is relatively simple and 
inexpensive. The smallest company can have a 
program that is just as effective as that of a 

largethecorporation.small In fact,is thegeometricallyeffort involvedin company less 

in th a compayi s geoetricaelyount
than that required in a large one where count

less levels of sujervision are involved. Anq the 

If you are asking, "How do I establish a 

program for dealing with alcoholic employ
ees? ," the firs, and probably the most impor
es, h isadpoal h otipr 
tant 	single step is to accept the fact that the
alcoholic i,. a salvagable human resource. 
Something can be done to return him/her to a 
state of productivity. 

lptheofpodtiv o e 
The 	second! step involves establishing top

level p)olicy and procedural guidelines. A 
yleve stand oceurayuideli 

definite statement of the company's policybe 	 made in writing and should state
that: 

I. 	 the company elieves that alcoholism is 
disease that can be treated. 

2. every case will be handled with the 
2 tmosrc osfid ent ality. 

u.the company's only purpose is to help in 
of 	 thethe rehabilitation and recovery 

ep 	 loyees. 

4. 	no one wll be forced to accept treat
4 	 ment under the company's program if 

he/she shows evidence of solving the 
prole hby othervmeans. 

The third step involves the training of 

supervisory personnel in the policies and 
attentionprocedures adopted. Particular 

should be paid to how to identify the alco
holic. (A guide for supervisors, which has 
been developed through interviews with them 
and with alcoholic employees, is shown in 
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Table 1.2) The progressive 	nature of alcohol

ism, and the need for firm action to motivate 

employees to seek help if 	they cannot solve 
the problem on their own, should also be 
emphasized. 

THE ALCOHOLIC EMPLOYEEIDENTIFYING 
Signs of Developing Alcoholism as Ranked by
 

Supervisors of Alcoholics and Alcoholics Themselves 


Akoholics' Ranking

Supervisors' Ranking 

i. Leaving post tempo- 1. 	Hangovers on job 
2. 	 Morning drinking

rarily 
before2. 	 Drinking at lunch work 

3. 	 Absenteeism: day ortime 
3. Red or bleary eyes 	 half day 

4. 	 Increased nervous4. 	 Mood changes after 

ness/jitteriness
lunch 

5. 	 Lower quality of 5. Drinking at lunch 


work time 

day or 6. 	 Hand tremors6. 	 Absenteeism: 

7. 	 Drinking duringhalf day 
7. 	 More unusual excuses working hours 


for absences 8. Late to work 

9. 	 More unusual excuses-8. Loud talking 

lunch periods for absences9. 	 Longer 
post tempo-10. Hand tremors 10. 	 Leaving 

11. Lower quantity of 	 rarily
Ii. Leaving work early

work 
12. Avoiding boss or

12. Hangovers 	on job 
associates13. Drinking during 

working 	hours 13. More edgy/irritable 
or 14. Using breath purifiers14. Avoiding boss 

15. Longer lunch periodsassociates 
16. Red or bleary eye.;15. Flushed face 

16. 	 Less even, more spas. 17. Mexd changes after 
lunch time or 	other

modic work pace 
in kceal mi- drinking17. 	 incrc-,e 

18. Lower quantity of nor Illnesses 
work 

19. Lower quality of 

work__such 

referral toFinally, channels for proper 

treatment and supportive sources should be 

provided. It is preferable to have the program 
Department, oradministered by the Medical 

in smaller companies by the Personnel De-

actual treatment should, ofpartment. The 
course, be left to the profesionals-physicians 

and publicand/or psychiatrists-in hospitals 

agencies,
Programs are best developed and installed 

quietly and without fanfare. If programs be-

come a crusade, you may find that supervisors 

2 Harrison M. Trice, "New Light on Identifying the 
Alcoholic Employee." (Reprinted from PERSONNEL 

Magazne, September/October, 1964. Copyright 1964 by 

the American Management Asociation, Inc.) 

The most expensive way
 
to handle the problem
 
drinker is to fire or
 
ignore him.
 

are looking behind every door and under 

to find an alcoholic. An 
every workbench 

can simply cause theoverly-zealous approach 
more defensiveto becomeproblem drinker 

and secretive. 
taking actionResponsibility for 	 remedial 

always remains with the employee. He/she has 

to be motivated to establish a goal of retention 

of his job and the arrest of a serious illness. 

The program which is most successful is the 

one that establishes administrative integrity.
 

Be honest and firm with the alcoholic employ

ee. Being a "nice guy" and accepting the
 
no
alcoholic's "promise" to reform does him 

ever, can singlefavor. Alcoholics seldom, if 
handedly arrest their disease. Provide the ave

the employeehue for rehabilitation, but if 

does not respond with improved behavior, it is 

time to take corrective action. The latter need 

not be discharge, but it should involve a more 
to theconcentrated effort get alcoholic to 

that he is ill and needs treatment.recognize 

One point worth noting is that an employee is 

much more apt to admit his illness if it is not 

labeled Alcoholism. 
should concentrate onCorrective action 

factors as poor attendance record, 

poor appearance,production,tardiness, low 
It 	has been found thatfaulty judgment, etc. 


an alcoholic's job is extremely important to
 
poorhim. By zeroing in on the fact that 

performance may cost him his job, he may be 

easily guided to accept the professionalmore 
help he needs to arrest his illness. 

A well planned, soundly administered alco

of the yardsticks byholism program is one 

which management's concern for the welfare 
of the employees can be measured. According 

to studies, the most expensive way to handle 

the problem drinker is to fire or ignore him. 
way is to

The most profitable and 	effective 
provide the help he needs 	to regain his place 
provd emhlpyeee
 
as a valued employee.
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Application to health, social welfare, and family planning 
White-collar employees are said to have a much greater tendency than blue

collar workers to identify themselves with their occupation-to modify their 
personalities to fit the job and its behavioral role expectations. If this is true, 
all of the phenomena discussed in the first three articles of this chapter are par
ticularly relevant for health, social welfare and family planning workers. It 
could be expected that group norms could be more clearly formulated and en
forced by group pressure. The opportunities for conflicting cliques to form and 
for personality clashes to interfere with work performance are greater. Frus
tration, with its attendant modifications of behavior, can be very intense and 
unsettling. As the third article emphasizes, the result can be a substantial num
ber of alienated employees. Personnel managers of health, social welfare and 
family planning organizations find the morale-alienation problem to be one of 
their most common-and one which strikes some of their best employees 
hardest. 

The last two readings of this chapter deal with two of the most common 
white-collar personnel problems which seem to arise from the employee's total 
life situation, rather than simply from the work situation. The employee who 
is emotionally disturbed or alcoholic usually can ill afford to stop working; 
his need for income to pay for medical or psychiatric treatment is greater 
rather than less. Yet such workers probably are more glaringly inadequate in 
their jobs than would be the case in factories. The seriously maladjusted white
collar worker functions in a "fishbowl" environment, in which not only co
workers but clients observe and react to his maladies. Yet, as the readings sug
gest, simple discharge is regarded as inhumane and anti-social today; the em
ployers as well as the families of such persons have an obligation to help the 
person seek help and rehabilitate himself-at least up to a critical point where 
further functioning on the job becomes impossible. 

Questions for discussion and exercises 
1. In most health, welfare and family planning organizations, the top man

agement positions are filled by professionals who are drawn from the elite 
stratum of society. At tae bottom, the foot soldiers of the organization-the 
field workers and clinic workers-tend to come from the lower or upper-lower 
strata. To what extent do you think this promotes alienation between manage
ment and workers? 

2. "Mindless bureaucracy" is one of the most frequent and most plagueing 
problems of health, social welfare and family planning organizations. Yet it is 
not dealt with directly in any of the readings. Suppose you were asked to write 
an essay on this topic, to be included in a book of readings such as this. Out
line such an essay and write it. 

3. Another frequent personnel problem of health, social welfare and family 
planning organizations is hostile relations between employees oi departments 
which should be communicating and cooperating freely with each other. Write 
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an essay on this topic, as in Exercise 2. 

4. Go to a personnel officer of a health, social welfare or family planning 

Ask him to rank the personnel problems which he encounters,organization. 
mass duties such as hiring, pay, promotion,in order of frequency (excluding 

are not mentioned in this chapter?etc.). What items are on his list which 
be subsumed under the norms-frustration-alienationHow many of them can 

sequence?
 

5. As a follow-up to Exercise 4, ask the personnel officer how he usually 

deals with these issues. Then go to personnel officers of four other health/ 

social welfare/family planning organizations and ask them how they usually 

handle these problems. Compare their usual procedures with the procedures 

recommended in the readings of this chapter. To what extent do you think 

personnel officers may need special training in meeting the individual prob

lems of their employees? 

6. The readings of this chapter clearly suggest that much of the blame for 

personnel problems-loafing, hostile relations, dishonesty, absenteeism, tardi

ness, low morale, and mindless bureaucracy-must be laid upon the organiza

tion itself and its policies for personnel management. It is implied that the 

employing organization may be frustrating or alienating the workers. Yet it 

case of such deviant behavior is the faultwould be naive to assert that every 

of management. There is, within the society, a thin layer of persons with 
or alienated in anydeviant personalities who would be socially maladjusted 

normal work situation. How can the personnel manager decide when his or

ganization is at fault and when it is innocent of wrongdoing in particular cases 

involving employees with deviant behavior? 

7. Sometimes employees who are inc4ompetent-who lack the intelligence, 

the skill, or the temperament to perform their assigned work adequately-are 

unable to acknowledge the fact that they are incompetent and behave in de

viant ways on the job. Which of the psychological concepts presented in the 

first reading do you think would explain such behavior? What action should a 

personnel manager take under such circumstances? 



Chapter Fourteen
 

OflGANIZATION-WIDE ACTIONS TO DEAL
 
WITH PERSONNEL PROBLEMS
 

on aPersonnel problems can be dealt with in two pruiciple ways: (a) 
one-at-a-time basis in terms of individual evaluation, counselling, promotion, 

etc.; or (b) on an organization-wide policy basis. The preceding chapters have 

discussed the one-at-a-time actions in full detail. The present chapter dis

cusses four types of organization-wide action which the personnel manager 

can take in order to improve overall productivity, job satisfaction, morale 

and efficiency. 
(a) 	 Employee attitude surveys, an action that is based on the human rela

tions orientation presented in Chapter One. 
(b) 	 Job enrichment, an action that flows from the theories of work moti

vation presented in Chapter Two. 
(c) 	 Objective indexes of employee relations, based on personnel records. 
(d) 	Post-employment interviews, designed to avoid personnel administra

tion mistakes committed in the past. 
A separate reading is reproduced which describes each of these actions in de
tail. All four actions represent special projects or policies which the personnel 
manager may initiate in his organization and which promise a good reward 
in improved employee performance. 

341 
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How asurvey of employee attitudes can give
 
management the facts for decisions and policy
 

EARLIER THIS year an official of 
the Montreal Board of Trade tried 
to round up a panel of speakers tc 
discuss employee attitude stirveys. 
He found "-at s little had been 
done in Ca~iada in this area that he 
was unable to get enough people 
together to form ni panel. 

Canadian Btt,.'ae,-.t queried a 
number of large coni'anis, asking, 
if they had conducted attitude sur-
veys or anticipated doing io. All but 
four of 26 respondents stated they 
had never carried out a formal sur-
vey of this nature and the majority 
added they were not planning to do 
so in the immediate future. 

This apparently negative ap-
proach with regard to employee 
attitude surveys contrasts strongly 
with the experience In the United 
States. There it Is claimed that 
about one in five companies em-
ploying 100 or more are now mak-
ing employee surveys on a regular 
basis. 

Since the first systematic one was 
carried out by a West Coast corn-
pany in 1921, growth in the U.S. 
has been relatively slow. According 

br Eileen Goodman 

to the findings of the National In-
dustrial Conference Board, few U.S. 
companies had made surveys prior 
to 1940. In 1947, it was found that 
7% of 3,500 companies queried 
had conducted attitude surveys. In 
1954, the pe-,:,:ntage had more than 
doubled-in that year 14.5% of 
the co-operating companies said they 
had made surveys among their hour-
ly paid employees and 20.5% 
among their salaried employees, 

reason for surveys 
Signi, .ant, in the generally nega-

tive reaction shown by many Cana-
dian companies to employee atti-
tude surveys, is the 'qvt that so few 
have conducted them. However, 
Bell Telephone Company of Can-
ada and several others who have 
carried out attitude surveys have 
been sufficiently satisfied with the 
results to repeat the experiment 
periodically. 

Canadian firms tend to be more 
con-.-rvative about such innovations 
due 'principally to their cost. Small-
er Canadian firms must budget more 
carefully for such programs. It is 

interesting to note that the first 
Canadian companies to conduct em
ployee attitude surveys are those 
that are following the example of a 
parent or affiliated company in the 
U.S. 

One comment made by a Cana
dian personnel manager was, "I im
agine much can be said for and 
against. My concern has always 
been to secure the adoption of sound 
business princirles and practices 
which in the-.ielves will result in 
high employee morale." 

On the other hand asked why his 
company decided to make a survey, 
a U.S. company president put it 
bluntly: "When I begin to itch, I 
scratch." The itch in his case was 
caused by a budget top-heavy with 
costly progrinms of communications, 
training and fringe benefits. Turn
over at the supervisory level seemed 
too high. The technicians were also 
leaving at a costly rate. The scratch
ing was done by means of a 
thorough survey of employee opin
ion, including management up 
through the department head level. 

"Before we made the survey I'd 

Reprinted by permission from CanadianBusiness. Volume 33, No. 6 (June, 1960), 48-52, 57. 
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had a lot of advice on what was upon for too many decisions in per- pany, it is basically a paper-and
causing our troubles. It was mostly sonnel difficulties. Secondly, there pencil mea.uring device that is given 
wrong and, when it wasn't, the rem- was the feeling that the employees to groups of employees and is de
edics were expensive. That survey weren't putting a fair amount of signed to produce complete frank
showed me exactly what I needed to effort into their work. The turnover ness in employee responses. It usu
do to keep my employees - a mat- rate was low, but the production line ally takes from 30 to 45 minutes for 
ter of loosening up a bit with infor- was just not performing as well as a group to complete a form. It com
mation about the company, giving it should. p"ises a number of statements, each 
more recognition in certain matters, "We made the survey," he says, with several possible answers, such 
and a correcting of a few little mis- "and as a result we were able to as "Strongly Agree", "Agree", "Un
understandings." cure a lot of difficulties that we did decided", "Disagree" and "Sj.rongly 

A less confident appraisal is made not even know t~lsted. We improved Disagree". Employees check their 
by a Canadian personnel manager supervision and morale scientifically opinions in boxes adjacent to the 
who pointed out that the use and instead of by guesswork." answers. Several open-end questions 

areeffectiveness of attitude surveys is a The cautious approach of most usually included in which the 
topic of considerable discussion and Canadian companies interviewed by employee is encouraged to give his 
controversy amongst personnel and Canadian Business to employee atti- honest comments. These give addi-

He says, tude surveys can best be summed up tional depth or intensity measuremanagement people. 
"Properly used, I believe they have by A. J. Langley, Industrial Rela- ments over and above his check 

tions Manager, Computing Devices responses to the written questions.a limited value . . . often the results 
can be either misinterpretea or er- of Canada Limited. Usually a company tries to have a 
roneous conclusions can be reached He says, "... we have considered survey made during a period of 

an attitude normal employee relations. It is inbase' on invalid assumptions." a possibility of having 
American firms may have shared survey made, particularly in the advisable to conduct it during stren

contract negotiations or athfs view a decade ago but today event we grow much larger, in order uous 

they are much less skeptical about to indicate whether our present labor dispute.
 
the value of the survey. For ex- methods remain adequate. We feel It's important, too, to have the
 
ample, the president of an electrical that such surveys must be made by passive co-operation of the union.
 
company in Atlantic City says the outside experts and must be ex- Union officials should be informed
 

of his company's survey tremely carefully prepared and of the survey well in advance-andpurpose 
was ". . . to secure reaction, opin- thought-out if they are to be of real management should confer with the 
ions and ideas which will assist us value. This costs a good deal of union on the results of the survey. 
in reaching the right decisions con- money.* Like psychological tests, In a study of 55 employee sur
cerning the operation of our corn- they can be quite misleading, if not veys, it was found that the subjects 
pany." done correctly, and unless they are covered: jobs, company and man-

Another company president says interpreted by experts." agement, supervisors, quality of 
that two things led him to investigate supervision, working conditions, 
the possibilities of attitude surveys, attitude survey techniques wages and salaries, employee bene-
First, it seemed that he and the While the employee attitude sur- •Employee attitude surveys cost approx

vey may vary from company to com- imately from $ to $8per employee.executive vice-president were called 

SOME QUESTIONS ASKED IN ATTITUDE SURVEYS 
Questions asked in surveys usually cover the following Who in your opinion is usually to blame when there 

areas: are misunderstandings between management and 

physical working -conditions, supervision, personnel employees? 
plans and policies, merit reviews. Do you feel yo,,r job is important to the company's 
Here isthe kind of questions which companies ask when ability to produce a good product? 
they conduct an attitude survey: As a place to work how do you think your company 

Do you feel the company takes a real interest in you compares to others in this city? 

as a person? Do you feel the company does a good job in creating 

(a) Company takes a real interest a friendly atmosphere among the employees? 

(b) Company takes some interest but not much Is there anything which you would like to bring to our 

(c) Company is not interested, attention? 

Considering everything my present job is: (Check the Here some of the most interesting opinions come to 

appropriate qualification) excellent, good, fair, poor, light. While grievances are often aired one typical 

very poor. comment is: "Iappreciate the privilege of being able 

I am told ahead of time of changes that affect my to complete this quertionnaire. None of my previous 

work: (Check the appropriate qualification) strongly employers considered it important to know how I, or 

agree, agree, undecided, disagree, strongly disagree. anyone else, felt about conditions." 
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fits, promotion opportunides and 
methods, job security and specific 
information as to communications 
and company publications. 

A good way to introduce a survey 
is to call a preliminary meeting of 
all employees on company time. 
This permits the presentation of a 
uniform explanation of the purpose 
behind the poll as well as uniform 
replies to employees' questions. 
Supplementary data including copies 
of the questionnaire, instructions as 
to its use and an explanation of its 
purpose should be posted on bule-
tin boards simultaneously with the 
meeting. Whatever form of an
nouncing the poll is used, manage-
ment should give employees frank 
and complete explanation of the 
purposes of the poll, the spirit in 
which to treat the questionnaire and 
the use to be made of the informa
tion obtained. 

Executives, supervisors and rank-
and-file employees are tested separ
ately. The room where the survey is 
administered is usually on company 
premises. It may be a clean, well-
lighted conference room. Chairs and 
tables should be provided and so 
spaced that no employee can talk 
with another employee conveniently 
or see the answers of otheis. 

The administrator emphasizes 
that the employee is requested not 
to sign his name. He assures him 
that all replies are strictly confiden-
tial. It's explained that there are no 
right or wrong answers and the 
employee is given an opportunity to 
raise any question he desires. Those 
who do not wish to co-operate are 
not obliged to do so. It is found 
that the refusal rate is only a frac-
tion of 1%. When a questionnaire 
is completed it is usually deposited 
in a ballot box. 

While most companies give ad-
vance notice regarding a survey, the 
Bell Telephone Company of Canada 
prefers to spring a survey on the 
employees because they are looking 
for "top .f the mind thinking." 
However, Bell uses the survey for 
supervisory personnel only. 

interview vs query 
Over the years survey techniques 

have changed. The interview ap-
proach was widely used at first. 
Advantage of the interview is that 
it yields the kind of information 
that can be accurately interpreted 
by suitably trained people and 
which can form the basis of effective 

Why companies conduct employee attitude surveys 

To measure the level of morals 

To compare present employee attitudes with those revealed by earlier 
surveys 

To promote better communicatio-,: with employees 
To determine the cimate for company expansion
 

To find out what's on employees' minds 

To uncover weak spots Inthe organization 
To promote upward communication 

To ascertain the. attitude of its scientific personnel and to compare it 
with that found inother companies 

To prevent personnel problems from occurring 

To demonstrate management's sincriy of purpose
 

To make employees receptive through feeling of participation inhaving 
been consulted 

remedial action. As a technique, 
however, it has the disadvantage of 
slowness, expense and the need to 
use specially trained interviewers, 

Another method that is gaining 
favor is the combined oral-written 
survey. This technique is presently 
being used by one Canadian com-
pany in a survey it is conducting 
this year covering workers below 
first level supervision. A preliminary 
questionnaire is prepared and a 
small samplirg of employees is in-
terviewed individually. From these 
interviews any revising or rewording 
of the questions that seems desirable 
is made. Then the final questionnaire 
is prepared for about 10% of all 
the employees in that category, 

Written questionnaires are now 
used in approximately 80% of the 
surveys made, according to U.S. re-
ports. Written and combination 
written-oral surveys, it is reported, 
rmount to 93%. 

standardized forms 
In the United States standardized 

forms arc now available. The form 
called SRA Employee Inventory 
was developed in 1952 by the In-
dustrial Relations Center of the 
University of Chicago and is now 
distributed by Science Research 
Associates, Inc. Another standard-
ized form Employee Attitude Scale 
is available through the Industrial 
Relations Center of the University 

of Minnesota. 
Arguments can be made for and 

against the use of the prepared 
form. Its availability influences a 
number of companies to make sur
veys that might otherwise not be 
made; the form is expertly prepared 
by specialists; because it is stan
dardized it offers a good basis of 
comparison with other companies in 
the same industry. 

Critics of the prepared form point 
out it is preferable to make up a 
specific questionnaire adaptable to 
a company's situation. However, 
when standardized forms are msed, 
often brief supplementary questions 
are prepared and given in conjunc
tion with it to cover special prob
lems. For example, in one American 
department store an eight-question 
insert was included with the regular 
employee attitude survey to check 
employee reaction to a proposal that 
the store be open two nights a 
week. Such supplememtary surveys 
add to the costs but may be worth 
the additional expense for analysis 
of specific t-ouble spots. 

management consultants 
There are also two schools of 

thought regarding the use of man
agement consultants to conduct an 
opinion survey. 

In the United States a big ma
jority of companies, about 90%, 
have some help from outside con
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Benefits gained y employee attitude surveys 

Clarified and sharpened awareness of existing problem situations 

Revealed the wih of employees to be kept better informed 
Gave on endorsement of spedfkt. company policies and procedures 

Revealed maladjustments 

Enabled the company to correct much things as salary Inequities 

Have reduced coats of programs for supervisor training 
Enabled the company to improve physical working conditions 

Better productivity resulting from improved emplo.:ve morale 

Obtained facts needed to build better teamwork 

Material provided for supervisory and executive development 

Better understanding of supervisors attitudes 


Attitude toward supervisors revealed and reasons for It. 


sultants -- especially in regard to 
planning the survey and the ques-
tionnaire and in analyzing and in-
terpreting the results. Benefits cited 
by these companies .--re: 

Objectivity, impartial approach, 
greater confidence among employees 
and a general skill and experience
in conducting these surveys. Often 

a company will use outside help for 
its first twc or three surveys, and 
later cirry on alone. 

Several U.S. consultants devote 
full-time to the work, others make 
surveys part of a general consulting 

of Americanpractice. A number 
universities are also equipped to 
make surveys for business firms. 
Usually a specialist in the univer-

orsity's department of psychology 
in the business administration school 
directs the work. 

Standard Oil Company of Cali-
fornia, for example, called in Cali-
fornia Institute of Technology to 
conduct a survey. The company felt 
that two things were gained by this: 

e the job was done on a full-time 
basis by an experienced organization 
rather than on a part-time basis by 
Standard's own people. 

e since Caltech was an impartial 
outsider, employees were assured 
that Standard was acting in good 
faith and were more likely as a 
result to answer the poll questions 
honestly. 

Cinical sessions 

How the Industrial Relations Cen-
tcr of the University of Minnesota 
processes the data findings is a good 
example of an elaborate and highly 
refined method to obtain maximum 
results. 

First, forms are edited, scored
and coded through tested standard-

ized techniques, and data are re-
corded and mechanically tabulated 
on punched cards. Careful cross 
checks are made. 

Then report sheets summarizing
the findings are circulated to mem-

bers of the research staff as a basis 

for clinical discussion. This pro-
cedure is designed to bring out 
areas where corrective action is r-
quired. Attitude scores are evalu-
ated with respect to a firm's specific 
industrial relations policies and 
practices. Staff members include 
psychologists, economists, sociolo-
gists, engineers, lawyers and business 
administrators. This provides a 
healthy cross fertilization of ideas. 

Each staff member is given a re-
port of the findings for the firm in 
advance of the session. He makes 
his own interpretations and recom-
mendations and brings them to the 

session. When differentclinical 
viewpoints are expressed, they are 
discussed until a consensus is 
reached, and comparisons are made 
with norm data from other surveys. 

One of the continuing advantages 
enjoyed by all firms that use IRC 
research staff is that of having data 
checked against newly developed 
yardsticks not generally available. 
For example, current projects in
clude a new scale of questions 
specifically designed for salesmen. 
Another is a study of the effects of 
age, education, number of years 
with the firm and various personal 
factors that affect scores. 

These clinical procedures of the 
University of Minnesota are more 
valuable than sending an employer 
a list of responses to employee opin
ion questions and letting him inter
pret for himself. 

After the clinical analysis is com
pleted, a full report is sent to the 
firm. It contains summaries of find
ings and recommendations with re
spect to industrial relations policies. 
Norm data and comparison charts 
are also included, as well as a spe
cially prepared summary report to 
be distributed to employees. 

Offering somewhat comparable 
advantages are management consul
tants who are in a position to check 
the results of one company's survey 
against other thus enabling them 
to give their client a more precise 
evaluation of its employee morale. 
Companies with wide affiliations 
may also use a basis of comparison.
For example when the Bell Talo

phone Company of Canada com
pletes an attitude survey, the pro
cessing of the results by a Univac 
computer is made in conjunction 
with 16 other associated companiesit 

the Be sem. 
There are several channels that 

can be used to give results to em
ployces. The two most common 
ways are through the employee pub
lication or through a special booklet. 

aIf the employee magazine is used, 
major share of one issue could be 
devoted to these results, or a series 
could be run over several moriths, 
reporting on some different part of 
the survey each month. 

The most difficult and valuable 
part of an attitude survey is the 
follow-through. A company may 
spend a year or more following up 
a survey that is completed in a 
single day. 

After the interpretation of the 
findings is made, management must 
decide what should be done first? 
What approaches are best? How 
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should the company handle the 
problem situations that have been 
revealed. 

Sometimes an employee opinion 
survey uncovers some good sugges-
lions regarding procedures or cost 
reduction, but this should be looked 
upon as a by-product of the survey, 
not its main purpose. For instance, 
in a survey made by a company 
with a large motor fleet, one em-
ployee indicated displeasure. He 
complained that supervision was 
poor, management weak. In filling 
out his survey, he came to the ques-
tion, "If you think the company 
wastes money, tell in what ways." 

Here was his chance and he used 
it. "Every morning our truck crews 
wai: around the dispatcher'f office 
while he makes out our assignments 
for the day. Why doesn't he have 
them ready when we get to work?" 

It was a simple idea, one of the 
are aroundhundreds that lying 

every company. Today in that corn-
pany the dispatcher rises an hour 
earlier in the morning and high-cost 
repair crews no longer wait around 
the dock for their assignments. They 
go to work with the bell. Incidental-
ly, the company figures the one sug-
gestion paid for the survey. Other 
ideas were gravy, 

aAnother example of how svr-
vey can reduce costs is in surer-
v. 	 .
 
visor training programs. An anPysis 
of attitudesupervisorssurvey fiidingsinwiNineedshowwhich are of 
adith iotraining ad hich ones 
additional training and which ones 

do not require it.
One company re-

ports that training costs have been 
cut to less than half their former 
rate because training is given only 
to those who need it. 


No matter how well acompany is 
managed, it usually admits it has a 
few things to remedy after a survey 
has been completed. Asked what 
significant findings were revealed by

the3434 differentdifferent bybythe survey, answers 
155 respondents were given in the 
Conference poll mentioned earlier. 
Most frequent were: 
" 	General confirmation of what 

we thought we knew beforehand 
* 	Specific things learned (as al-

leged salary inequities) 
.	 General endorsement of corn-

pany policies and procedures 
e 	 Learned in general what was 

on the minds of our employees 
-
* 	Learned ou employees wish to 

be kept better informed how 
company is doing and what is 
being planned. 

One Canadian manufacturer of 
chemical products prepared a report 
from the survey and this was dis-
cussed at various levels of manage-
ment. It served to emphasize the 
importance of good communica-

it his boss's problems and responsibilitions, pointed up the fact that 
was time well spent, uncovered sev-
eral weaknesses in communication 
and stressed the need for better 
communication through first line 
supervisors. According to the corn-
pany, since the survey, supervisors 
arc now attempting to communicate 
more and this is creating improved 
relationships, 

Better communication is also one 
of the main reasons why the Bell 
Telephone Company of Canada is 
using management attitude surveys. 
It is presently processing its sixth. 

P. O'M. Sims, director .of atti-
tude surveys at the Bell points 
out that th" impression a person has 
of the company he works for is 

often based largely on his relation-
ship with his immediate supervisor.
And relations between the worker 
and his boss depend to a large 
extent upon good communications,. 

After the completion of a survey 
that covered supervisory people, re-
suits were given to 35 department 
heads to decide what action should 
be 	taken. They in turn were asked 
to 	hold "feed-back" sessions with 
employees who report directly to 
them. 

The company has been experi-
menting lately with smaller surveys 
resulting from the more extensive 
one. These may comprise 15 ques-~tions and can be administered toa
ons.andesenmay comiise to a 

division or a whole department. 
They are processed very quickly-. 
in 	two weeks they are back in the 
hands of management. 

These quickies are not summar
ized with much emphasis on statis

tical accuracy and the results are 
used more as a springboard for 
discussion with employees. The 
effort is really to get at one of the 
most vital attitudes, the relationship 
of boss and subordinate. 

Here, Sims says, success depends 
on having an atmosphere set up 
that is conducive to a free and 
honest exchange of ideas. The boss 
becomes better informed on what 
are his subordinate's individual goals 
and aspirations as well as what 
tends to frustrate him. The em
ployee gains a better insight into 

ties. 
Feed-back meeting3 under this 

modified scheme are held every 
month and they last one hour. 
Items are disposed of that came 
up at earlier meetings. Less em
phasis is paid to the physical work
ing conditions to clear up more 
fundamental problems that have a 
bearing on morale and productivity. 

Thus the function of the survey 
is not primarily to develop detailed 

as a diaginformation but to serve 
nostic instrument for determining 
the general "feeling tone" or mor
ale of employees and locating those 
departments where greatest satisfac
tion exists. Its aim is not so much to 
correct immediate situations as to 
help in developing that kind of or
ganization that can solve its own 
problems, especially in the area of 
nutilrltos 

The important thing, of course, Is 
not what is learned about employee 
attitudes, but what isdone about 
them. The survey can be considered 
as a jumping off point to obtain 
Information that will lead to better 
supervision, better attitudes and 
better relationships among people. 
This in turn should lead to the ulti
mate objective - better perform
ance. And it is only of better per
formance can provide the dollar

industrial relations.
 

wokndcssivleinoand-cents justification for the time, 
work and costs involved incon
ducting an employee attitude sur
vey. 
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Job Enargement-A Revolution
 
in Job Design 
ROBERT H. GUEST 

T HE American business man is 
constantly searching for "gim-

micks," for magic formulas, to solve 
the question: "How can I motivate 
my hourly and clerical workers to 
take greater interest in their work?" 

His search has led to many attrac-
tive but only partially effective pro-
grams. He has established elaborate 
plans for testing and selection in or-
der to "put the right man in the right 
job." He has embraced training in a 
big way. Physical conditions of work 
have been improved through better 
lighting, ventilation, and material sur-
roundings. Even music has been 
added. And, of course, no manager 
considers himself respectable and up 
with the times if he can't point to a 
sure-fire program for improving his 
"human relations." 

Robert H. Guest is Associate Director 
of the Yale University Technology 
Project. He is co-at: hor of "The Man 
on the Assembly Line" and "The Fore
man on the Assembly Line" and has 
written several articles for business and 
academic publications. Previously he 
served as Diriector of Personnel for the 
Limerick Yarn Mills and held positions 
in the Bureau of Naval Personnel and 
the National Labor Relations Board. 

But somehow his employees con
tinue to be absent, quit, make qual
ity errors, submit grievances and in 
general fail to respond fully to his 
good intentions. Why? 

Needed-A Look at the Nature 
of ok 
of Work 

The answer is almost too simple. 
What management has failed to do is 
to take a look also at the intrinsic 
nature of work itself, at what a man 
does with hand and mind, minute by 
minute, during the course of his work
ing day. What is called for is a fresh 
look at the meaning of work to the 
individual. We have equated spe
cialization with productivity and just 
about denuded work of any real value 
in and of itself except for the pay 
envelope. 

A new idea, not a gimmick, is 
It is calledbeginning to take hold. 

job enlargement, a phrase originally 
coined by my colleague, Charles R. 

Walker, ten years ago. 
Basically, job enlargement is an at

tempt to reverse the trend begun 
many years ago with the spread of 
mass production, increased special
ization of labor, the growth of more 

Reprinted by permission from PersonnelAdministration, Volume 20, No. 2 (March-

April, 1957), 9-16. 
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complex business organizations and 
the influence of the theory of scien-
tific management begun a half cen-
tury ago by Frederick Taylor and car-
ried on by Gilbreth and others. 

No -one can question the advan-
tages of breaking work down into its 
most elementary components. Highly 
simplified work in factories and offices 
requires less skill and shorter training 
time. But the theory and practice of 
over-specialization of human effort 
and over-functionalization of group 
activity is based on a very narrow 
conception of what really motivates 
people to put out their best effort. It 
has tended to look at human beings 
in mechanistic terms, just the same 

away the engineer tends to design 
machine. 

As Peter Drucker has put it, point-
ing out the essential flaw in these effi-
ciency methods, the worker is put to 
use "as a poorly designed, one-pur-
pose machine tool; but "repetition 
and uniformity are two qualities in 
which human beings are weaakest. In 
everything but the ability to judge 
and coordinate, machines can per-
form better than men" (1).9 

Back as early as the twenties peo-
ple were beginning to question the 
wisdom of extreme specialization of 
work, both in terms of productive effi-
ciency and basic satisfactions of work. 
Henry Dennison, the manufacturer, 
remarked years ago that "jobs have 
created themselves out of the de-
mands of mechanics alone and have 
only accidentally become such that 
men and women, being what they are, 
could take any interest and satisfac-
tion in them." 

I believe that one of the most pro-

theoiwy of scientific management came 
from an unexpected source-Holly
wood-as a result of Charlie Chaplin's 
famous picture, Modern Times. 

Research Began Ten Years Ago 
In 1947 came the first serious study 

of the problem by our group, working 
at IBM (2). We did not originate the 
experiment itself but merely reported 
on it and gave it a name and some 
interpretation. The company was 
troubled by some practical problems 
of absenteeism, turnover, quality and 
output. In one of its machining de
partments at the suggestion of a 
woman employee, they enlarged some 
of the more routine jobs. Instead of 
having one person set up a job, an
other run the machine and a third do 
the inspection, they were all com
bined into the work of one operator. 
They broke the monotony and taught 
operators to run many different kinds 
of machines. 

The experiment was successful and 
was extended to many plant opera
tions. Rejects, accidents, and ab
sences were sharply reduced. Costs 
were lowered in spite of a ten cent 

aboutincrease in wages which came 
through increased responsibility. We 
can testify, on the basis of direct ex
perience, that the workers derived 
considerably more meaning and satis
faction from their work. 

While this was going on, James C. 
Worthy of Sears, Roebuck was con
ducting research among more than 
100,000 employees to probe into em
ployee satisfactions and organizational 
effectiveness. One of the major find
ings was this: 

The evidence of studies conducted in 
found influences in questioning the our own company strongly supports 

s(the) conclusion (that) where jobs are 
See the bibliography at the end of 

broken down too finely, we are more
article. 



likely to have low output and low mo-
ale.... From the standpoint of the 

individual employee it tends to destroy 
the meaning of the job. The worker 
cannot see the total process; he sees only 
the small and uninteresting part to which 
he and his fellows are assigned. In a 
real sense the job loses its meaning to 
the worker-the meaning, that is, in all 
terms except the pay envelope (3). 

Following their analysis, the com-
pany embarked on a major program 
of job enlargement which has proved 
successful in terms of both morale 
and productivity. 

Mass Production and Worker Attitudes 

In 1949 our group at Yale began a 
series of major studies on the effects 
of mass production techniques on 
worker attitudes (4). Our findings 
more than reinforced our eailier no-
tions about, highly repetitive, con-
veyor-paced work. Through inten-
sive interviews and observations of 
180 hourly workers in an auto assem-
bly plant, we found the men in gen-
eral highly satisfied with their wages, 
general working conditions and super-
vision. But coloring all their attitudes 
was an outright distaste for and revul-
sion to the job itself. 

Just to quote from some of the 
more tyical comments: 

"One of the main things wrong 
with this place is that there is no fig-
uring for yourself, no chance to use 
your brain. My job is all engineered 
according to specifications. You can't 
beat the machine." 

Or another: 'Vhat I can't get used 
to is the monotony. The job gets 
sickening, day in day out, plugging 
in ignition wires. I get through with 
one job and have another one staring 
me in the face." 
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Or: "You're just a cog in the ma
chine. They number the stock and 
they number you." 

One thing we did find was that on 
the few jobs where there was greater 
variety, there was lower absenteeism 
and turnover. Also, we found certain 
supervisors who were permitting a 
greater degree of rotation and flexibil

ity. By the company's own standards 
of quality performance and supervi
sory performance, these sections had 
superior ratings. 

This was a relatively new p nt. It 
occurred to us that perhaps men with 
longer service adjust over time to this 
type of work. So we undertook an 
even more extensive study at another 
similar but older plant and covered 
only those with at least 12 years sen
iority. There was less than a handful 
among the 220 workers studied who 
had become adjusted to their job. 
They hated it. What's more, they 
had become completely sour about
 
everything management tried to do 
for them. Most of them wanted to 
quit and many of them did. 

Based upon our studies, manage
ment ismaking a serious effort to
 
train men to do a larger number of 
operations. Quite apart from the 
worker reactions it is becoming ap
parent that supervisors are gaining a 

great deal more flexibility and that it 
is having its effects on better quality. 

Enlargement of Clerical Jobs, Too 
At about the time these assembly 

line studies were going on, the Dc
troit Edison Company was picking up 
the ball on job enlargement in its 
clerical operations and running with 
it (5). In its Customer Billing De
partment they came to believe that in 
the overspecialization of jobs they 
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wte running up their costs too high 

and were duplicating work unneces-
sarily. They also suspected that there 

were many hidden costs stemming 
from job monotony. Absenteeism, 
turnover and grievances were high. 

Errors were many. 
In making a change, not only did 

they have individual operators per-

form a number of different operations 
in sequence, but they made profound 
changes in departmental functions. 

Instead of having one group work on 

one special phase of the billing opera-

tions and another group work on an-

other specialized phase, they made 

each of the groups responsible for an 

entire series of functions, each han-

dling a large segment of the entire 

billing process. 
J. D. Elliott summed up the results 

this way: 

With job enlargement there is an up-
of job value which ro-ward movementhigher pay rates to corn-suits in some 

for their broadenedpensate employees 
duties. Over-all costs are reduced and 

owing to suchproductivity increased 
on thefactors as increased job interest 

part of the employee, greater flexibility 
of workers, elimination of needless opera-
tions, less wasted time and reduced work 
force. Employees are capable of as-
suming greater responsibilities. 

Other Evidence 
The theory of job enlargement has 

re-apparently caught on in work far 
moved from the office or factory. In 
the field of nursing it used to be con-
sidered efficient to have the nurses 
specialize and operate under assem-
bly line principles, with each nurse 
doing so many temperatures, injec-

tions, food trays, etc.... Many hos-

pitals have adopted a team method 
in which a team of nurses plans and 

carries out the complete nursing care 
of a certain number of patients. The 

job is much more meaningful to the 

individual nurse and is better for the 
Marion Alford, director ofpatient. 

the Hospital Division of the National 

League for Nursing, also reports that 

with the nursing shortage the newer 

system is more efficient. 
suc-From India comes word of a 

to counteract overcessful attempt 
(6). Some engineersspecialization 

operating under the principles of sci

entific management had laid out the 

equipment in a textile plant and had 
that seriesso established the jobs a 

of twelve specialists were assigned to 

tend and service each of 224 looms. 
tended thirty looms, a bat-A weaver 

tery filler, fifty, a smash hand, seventy, 
and so forth. When production 

proved low, they changed the system 

and organized the operators into work 
teams with a single group. responsible 
for the operation and service of a spe
cific bank of looms. While the indi

hee t cnd,iduan ofas 
vidual jobs as such were not changed, 
there was an integration of activity 

among all members of the group. 
Efficiency rose from an average of 80 

per cent to 95 per cent in 60 days. 
The amount of damage (rejected ma
terial) dropped from 32 per cent to 
20 per cent. 

The first piece of experimentally 
controlled research was carried out 
on the West Coast a few years ago by 
an industrial engineer (7). With the 
cooperation of the company, he chose 
a manufacturing department making 
a line of similar products. At the 
start of the experiment, the activities 
of the department were organized ac
cording to the latest manufacturing 
practices. The product was made on 

an assembly line, using carefully spe
cified minutely subdivided operations 



performed by twenty-nine girls with 
one to seven years seniority. The 
work content involved performing 
one of nine simple operations, 

Keeping another similar group as 
a control, the jobs were changed first 
by eliminating the assembly line 
method and having all nine opera-
tions done by each of the girls. They 
were also made responsible for their 
own inspection (previously done by 
inspectors), and for getting some of 
their own supplies. After six days the 
productivity of this group exceeded 
that of the old type of operation. 

The most notable change came in 
the number of rejected assemblies 
which dropped to one fourth the orig-
inal number. Under the new set-up, 
remember, the girls did their own in-
spection. Thus, according to Dr. A. 
R. N. Marks, who made the study 
(and who is now with us at Yale) 
there was improvement in both qual-
ity and productivity. 

Further observation revealed that 
under the new system management 
was able to operate with much more 
flexibility since all of the girls knew 
all of the jobs. When quality errors 
were made it became much easier to 
identify who made the error. Before, 
the error could have been made by 
one of several people. The new sys-
tem reduced the service function of 
material handling and of inspection. 
The operators themselves liked the 
new system much better. They ex-
pressed a feeling of accomplishmentat being able to make the entire 
product. There was less need for 
direct.su er s leoughly 
direct supervision. 

A Start on Job Re-Design 

My central plea is that we take a 
new and fresh look at job design, 
both in traditional, fractionated op-
erations and in the new automated 
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operations. We have allowed the in
dustrial engineer, the methods expert, 
the work standards specialist to dom
inate the field. It is they who have 
assumed an overly simple concept that 
people are motivated by pay alone 
and that all that has to be done is 
make the job simple, set up rigid 
standards and pay people for what is 
immediately measurable. Those of 
us who are concerned with man at 
work are also interested in many of 
the "immeasurables." 

We have to rethink some of the 
basic assumptions about job design it
self-not just the shuffling of a few 
operations to enlarge the physical ele
ments of work. We have to look at 
the work an employee performs in 
terms of the technical, the organiza
tional and the psychological condi
tions which, taken as a whole, deter
mine whether a man or woman will 
be a steady and productive employee. 
We have to find ways of measuring 
the total long run social and economic 
costs of current job design practices
not whether there is a quick pay-off 
which can be proved with the stop 
watch and slide rule. 

In attacking the problem of job de
sign, and of job enlargement in par
ticular, in a given plant or office I 
suggest that it be done first as a pilot 

department or a group where work is 
highly routinized and where it is pos
sibleyto set up some measures of 

productivity, quality, absenteeism ortroe.Dsustepas hr 
turnover. Discuss the plans thor

with all parties concerned in
cluding the hourly or clerical em
ployees. If it shows promise, expand 

it to other areas. Let it grow itself 
and not be superimposed as a master 
plan from above. 
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ERI-

Yardstick of Employee Relations
 

By WillardV. Merrihue 
and Raymond A. Katzell 

on to the endCMeasurement is usually tagged 
of lists of management functions. Yet measuring 
performance is essential if we are to know whether 
the planning, the organizing, and all the other 
functions which precede it logically and timewise 
are, in fact, being discharged as well as they could 
or should be. 

41 Further, there is a tendency to do no real 
measuring at all when it conies to the question: 
"How well are we doing in our handling of em-
ployee relations?" Yet there is great value in know-
ing whether particular plants or groups within 

man-plants are truly effective in their manpower 
resources are har-agement, whether their human 

nessed together and pulling in the same direction. 

the General Electric Company1That is why 
launched a concerted effort to develop an Em-

The ERIployce Relations Index three years ago. 
suc-that was worked out 	has now been used with 

cess in many of the company's plants, representing 
a wide diversity of 	 products and processes, and 

200 to over 3,000ranging in size from fewer than 
hourly employees. 

41 Although it is still far from perfected, there 
the approachis no reason to believe that same 

cannot be applied in other companies. Accord-
ingly, this article will describe the background of 
ERI, the procedures involved in developing and 
using it, the results, applications, and additional 

steps that are foreseen. 

ERI is designed to measure the extent to 

which groups of employees accept, and perform 

Atrrnons' :oTE: This is a report of some of the results 

of a research program performed in the General Electric 

Company, with the collaboration of the consulting firm 
Henry and Company, Inc. Theof Richardson, Bellows, 

in accordance with, the objective.- and policies 
are no doubt manyof the company. 	 There 

at what the management ofother ways to look 
employee relations seeks to achieve, but this one 

has the virtue of being both basic and compre
ashensive. ERI is correlated with such other 

pects of organizational effectiveness as profit
ability, productivity, and quality of work. It 
takes into account not only the effects of the 
work of the employee relations staff, but also 

the total impact of line operations, policies, 
practices, and conditions. 

Tics, a conditin. 
Thus, a low or falling ERI may signify the 

need to search for weaknesses in manpower 

management - poor leadership, ineffective in

centives, disrupting operating methods, cr what-
A high or rising ERIever the trouble may be. 

support to existing practices and condilends 
tions and encourages further improvement along 

the same lines. Moreover, by comparing the 

ERI's for various plants or work groups within 

a plant, management can map its strong and 

weak components and take constructive action 

when it is needed. 

General Approach 

Today it is widely accepted that success in 
v ll 1f a 

attaining virtualy al of a busness s other ob
on the extent to which its em

jectives depends 
ployees are willing to contribute their full skill, 

ends. No businesscare, and effort to those 
can afford to ignore the question oftherefore 


how well it is doing in this respect.
 

indebted to many members of both organizaauthors are 
Gilmore, W. C. Schwerzbek, andtions, especially L. G. 

J. T. Fontaine, Jr., of GE, and to F. F. Bradshaw, H. A. 

Edgerton, H. E. Krugman, and R. C. Rogers of RBH. 

Reprinted by permission from HarvardBusiness Review, Volume 33, No. 6 (November-December, 1955), 91-99. 

Copyright 1955 by the President and Fellows of Harvard College; all rights reserved. 



The fact that this area is nebulous and corn-
plicated does not mean that it cannot be meas-
ured at all. And we must not forget that in-
complete and limited measurement, sensibly in-
terpreted, is still superior to zero information. 
In this foggy but basic field we should be will-
ing, at the start, to settle for at least one piece 
of terrafirma. 

Possible Methods 
There are several possible methods for eval-

uating the effectiveness of employee relations: 
1. Ratings, or judgments of the status of era

ployee relations, made by individuals who have 
had an opportunity to observe the situation. For-
mal and systematic use of this method has, to our 
knowledge, been limited to certain experimental 
studies.' But informally, as plain management 
judgment, it is probably the most widely used basis 
for getting some idea of how plants or departments 
measure up. 

2. Audits, or intensive reviews of those policies, 
practices, and conditions which may. be presumed 
to affect the performance of employees. The audit 
may be performed by the organization's own man-
agement, 2 but often outside consultants are used. 

3. Attitude surveys, again made by either man-
agement or outside consultants. This is probably 
the most widely used of the formal methods. 

4. Production and financial data. This indi-
rect method is based on the fact that production 
and financial results are affected by the climate of 
employee relations in the unit or organization." 
Many a manager, for instance, in noticing exces-
sive scrappage rates or manufacturing costs in a 
department, is prompted to consider poor em-
ployee relations as a possible cause. 

5. Personnel statistics, or data on a variety of 
employee activities such as turnover, grievances, 
and benefit plan participation. Many companies 
routinely compile a number of statistics in this 
category. Typically, the purpose Is to control each 
particular activity; more rarely, data on several 
variables may be regularly examined together In 
relation to one another. 4 

more-
Each of these methods has its merits; 

over, they are not mutually exclusive. As a 
matter of fact, no truly complete evaluation of 

ISee, for example, I. R. Weschler, M. Kahane, and 
R. Tannenbaum, "Job Satisfaction, Productivity and 
Morale: A Case Study," OccupationalPsychology, January 
1953, p. L 

'See Borg-Warner Corporation, Checklist for Manage-
ment (Chicago, Borg-Warner Corporation, x95z); and 
U.S. Civil Service Commission, Evaluating Your Person-
nel Management (Washington, D. C., United States 
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the effectiveness of an organization's employee 
relations would be possible without applying all 
of these methods in combination, for each sup
plies a complementary facet. Periodically, per
haps every year or two, it would be desirable 
to carry out a concerted evaluation by means of 
several or all of them. 
Over-all Yardstick 

However, the need for an over-all yardstick, 
which can be applied frequently and regularly 
with a minimum of cost and dislocation, still 
remains. Since the personnel statistics method 

- being recomes closest to meeting the need 
liable, objective, generally applicable, and prac
tical - it holds out the greatest promise as a 
basis for further development. 

Thus ERI is essentially an extension of the 
personnel statistics method. However, its sig
nificance lies in the way in which it goes be
yond the usual application of such data: 

0 The several statistics or indicators are consid

ere as symptomatic of a more generalized pattern
 
pnbev e.
 
pany objectives.
 

0 The symptomatic value of each one is pre
tested by determining whether it is correlated with 
the aggregate of the other indicators. 

("The several indicators are mathematically 
combined into an index which represents the corn
mon factor underlying all of them. 

• The validity of the index is checked by deter
mining its relationships with other significant as
pects of performance, such as productivity, work 
quality, or profitability. 

Accordingly, the ERI may be described as 
a measurement of that which is common to a 
number of different personnel statistics that are 
all symptomatic of the extent to which em
ployees accept, and perform in accordance with, 
company policies and objectives. 

Basic Steps 

We turn now to a description of the basic 
steps involved in building ERI. A subsequent 

Civil Service Commission, 1954). 

"See, for example, Daniel Katz, Nathan Maccoby, and 
Nancy Morse, Productivity, Supervision ovd Morale in an 
Officc Situation (Ann Arbor, Survey Research Center, 
University of Michigan, x95o). 

'See Seward H. French, Jr., "Measuring Progress 
Toward Industrial Relations Objectives," Personnel, 
March 1954, P. 338. 
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will outline how it is used specificallysection 
re-in the General Electric Company and the 

suits that have been obtained. 

Selecting the Indicators 
The raw materials from which ERI is com-

pounded are various kinds of statistics on em-
ployee behavior. Each of these component vari-
ables may be termed an indicator. In any com-
pany, there are a number of such personnel 
statistics that may be considered for inclusion 
if they meet the following criteria: 

(1) Each statistic should reflect behavior that 

is, 	 to some extent, optional on the part of em-
for example, absenteeismployees. On this basis, 


would be appropriate, but layoffs would not. 


(2) The behavior at the root of the statistic 

should have implications as being either in accord 

with the objectives of the business or at variance 

with such objectives. Thus, being present on the 
job is usually in line with company objectives, 
whereas absence is not. 

(3) The figures should be applicable to and 
comparable for employees in a wide variety of 
work situations. Production data are therefore 
rarely suitable. have something in()Each statistic 	 should 

(4) 	 Eahsta, 
with other statistics which reflect accord-common 

ance 	 with company objectives, specifically with 

the other statistics selected for inclusion in ERI. 
a number of suchOur research has shown that 

inkinds of statistics can be identified which do, 

fact, so intercorrelate. 


(5) 	For practical reasons, the statistics should 
and routinely available; havebe relatively easily 

a range of variability from plant to plant or group 

to group; and be subject to accurate determination. 

Our experience indicates that it is desirable 
to select for investigation from six to ten indi-
cators which meet the above standards. (The 

chose are listed in theindicators we finally 

section describing the application at GE.) 


As long as the indicators represent a balance 

among different kinds of employee behaviors, 
there is nothing magical about which ones are 

chosen. For ERI we are not interested in these 

behaviors in and of themselves; we are con-

cerned with them because they may be symp-
general and fundamentaltomatic of a more 

(This 	is not to say that statistics oncondition. 
absenteeism, turnover, and the like, should not 

be examined for their own sake. Such things 
do, after all, represent sources of cost and in-

. See Raymond B. 	 -i.Cattell, FactorAnalysis (New York, 

HWrper & Brothers, z952), especially Chapters 

efficiency to the company, but that is another 

management problem.) 

Checking on Suitability 

In order to check on the suitability of the 

selected indicators, it is necessary first to gather 
the data on them, and then to summarize them 
on a per capita basis for the organizational units 

which are being studied - entire plants, sec
tions withiin plants, or foremen's groups of pro

duction workers. Note that the statistics should 
cover a sufficiently long period of time so that 

they are reasonably stable. 
From the data it must be determined whether 

the variables selerted as indicators are truly all 

symptomatic of the saine underlying general 

condition - i.e., whether the facts of the mat

ter substantiate the original selection. 
The crucial test is whether, in the aggregate, 

all or most of the indicators tend to fluctuate 
together. When a plant or work group has fre

quent 	occurrences of one indicator, has it also 
t occurrnc ofuone o ha t als 

typically many occurrences of the others? Or, 
conversely, when a plant or work group mani
fests relatively few instances of one of these in

dicators, are there also usually few instances of 

In other words, do thethe other symptoms? 
be symptypes of behaviors involved seem to 

tomatic of a general underlying condition? 

There exist statistical methods, such as factor 

analysis,5 which enable the determination of 

whether a given set of variables does indeed 

have a common source of correlation: 

COne 	possible outcome of the application of this 

kind of analysis is that 	all the selected indicators 

will be found to reflect 	a general factor. This is 

almost 	too much to hope for. 
41 At the other extreme, it is possible that no 

general factor will be found among the indicators, 
suggesting either 	that the whole approach is fruit
less in 	that particular situation or that inappropri

were selected as indicators.ate variables 
CAnother possibility - and the more likely 

careone if 	the preceding steps have been taken 
-fully and there is the requisite amount of luck 

or two of the selected variablesis that all but one 
will turn out to be indicative of a general factor. 

In that event, the nonsymptomatic variables may 

and the others retained 	 for use in
be discarded, 
the yardstick. 

Devising an Index 
The next step is 	to integrate the several symp

toms 	 into an over-all index. Because the mdi



cators do not correlate closely with one another, 
it would be difficult to generalize from the in-
dicators on the basis of inspection alone, 

In effecting this integration, consideration 
must be given to the question of the relative 
weights of the several indicators. Again, sta-
tistical techniques come to the rescue with such 
devices as the multiple regression equation,6 

which permits the determination of the opti-
mium way of weighting the indicators so that 
their sum gives the best estimate of their corn-
mon source that is possible on the basis of the 
indicators employed. (Our ERI is computed in 
this fashion.) 

Testing the Validity 
The validity of the index must then be tested 

by comparing it with other evidences of em-
ployee relations effectiveness. This step can be 
expected to encounter problems, since it requires 
bench marks for the comparison, which unfor-
tunately are often unavailable or of questionable 
accuracy. The resolution of this dilemma may 
have to be catch-as-catch-can rather than sys-
tematic. 

Thus, for example, it is s( i ietimes possible 
to collect comparable productivity data for a 
limited number, if not all, of the organizational 
units. Or, by enlisting the cooperation of sev-
eral key members of management, it may be 
possible to secure functional ratings of the effec
tiveness of various units. The important point 
is that, whatever the types of data obtained, they 
must have some objective substance, they must 
be more than mere guesswork. 

Gererally speaking, there can be two ap-
proaches to checking validity: (a) taking a num-
ber of units or components and seeing whether 
there is any correlation between their indexes 
and the other evidences of effectiveness; (b) 
studying time trends in the Inde.,x and other evi-
dences of effectiveness in a given unit to see 
whether the trends parallel one another over a 
period of time. 

Also, to interpret properly the significance 
of differences in the index, it is necessary to 
study how it is affected by various circumstances 
and practices, such as the average length of 
service of the employees in the unit, stability 
of employment, and number of employees. This 
kind of information adds much to the under-
standing of why a particular unit may have a 

6 See, for example, Charles C. Peters and Walter R. 
Van Voorhis, Statistical Proceduresand Their Mathemati-
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high or low index, and is therefore of great value 
in pointing out directions for future action or 
further investigation. 

The number of such background influences 
is very large, and a total inventory of their ef
fects would go far toward explaining the entire 
picture of good employee relations. Accord
ingly, the exhaustive study of the relationships 
between them and the index should be viewed 
as an undertaking that will go on long after the 
ERI procedure has been established. 

Administering the Program 
Provision must be made not only for devel

oping an ERI procedure but for its routine and 
continuing administration in a company. This 
step has two aspects: 

1. 	 Collection and computation of data - This 
can and should be accomplished by reducing ERI 
to a mechanical process, in much the same way as 
is done in the case of other accountability data. 

2. Feedback or reporting of results - The 
manner in which this is handled depends on the 
application that is envisaged. The pattern can 
therefore vary all the way from closely limited re
view by top company officials to a highly decentral
ized distribution, with each foreman and super
visor receiving reports for his unit. A good rule 
is to follow the company's usual practice regarding 
other measurement and control data. 

Specific Use 
Now let us examine specifically how General 

Electric carried out its step-by-step !evelopment 
Eri and ot testep-by-sts teo 

of ERI and what the major results of the pro
gram have been to date. 
Construction of ERI 

Most of our work on ERI so far has been 
wit hour work oyeeso far a be

with hourly paid employees. However, a pre
liminary study of nonexempt salaried employees 
indicates that the approach is useful in this area 
too, although a somewhat different set of indi
cators is needed. For groups of hourly paid em
ployees, we use the following indicators: 

1. 	Periods of absenfce. 
2. 	 Separations (all types). 
3. 	 Initial visits to the dispensary for occupa

tioiial reasons. 
4. 	 Suggestions submitted through the sugges

tion system. 
cal Bases (New York, McGraw-Hill Book Company, Inc., 
1940), Chapter viii. 
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5. 	 Actions incurring disciplinary suspension. 
6. 	 Gricvance. submitted through the formal 

grievance procedure. 
7. 	 Work stoppages. 
8. 	 Participation in the insurance plan. 

After sonic preliminary research on a total 
of thirty-three proposed indicators, these eight 
were selected because of their convenience, ob-
jectivity, and demonstrated relationship to a 
general factor. Most of the others were dropped 
because they were variants of one of the eight 
and operated similarly - e.g., voluntary separa-
tions and pension plan participation. 

Data on each of the indicators are collcc'ed 
by foremen's groups in each participating plant. 
After 13 weeks' data have been accumulated, 
the figures are summarized on a per carita basis 
both for work groups and for the hourly work 
force of the plant as a whole. (In the case 
of grievances, work stoppages, and disciplinary 
suspensions, it is necessary to total records for 
26 weeks in order to yield enough raw data to 
ensure stability.) 

Factor analysis of several sets o' such data, 
covering 40 plants and more than 6oo work 

groups, has shown that the eight indicators do 

tend to fluctuate together. In other words, there 

is a general factor underlying them. And this 

applies to both entire plants and work groups. 
to which -the eight variables areThe extent 

some-chesmtentctof hh general factor is 
is 	 seeach symptomatic of the gnalfco

.what dlifferent when the analysis is based on 
work-group data than when it is based on plant-
wide data. Also, the sensitivity of several of 
the indicators in the plant-wide analysis was 
improved when due allowance was made for the 

influence of certain background variables on 

some of them (e.g., effects of community growth 

on separations rate). 
The eight indicators are combined into a 

single index by means of a multiple regre ssion 
equation - one for computing the ERI for a 
total plant, another for work groups withiin 

a plant. The equations have been so devised 

that the average plant and the average work 

group within a plant obtain an ERI of ioo; 

about 50% or' he plants and work groups have 

87 	and i13, and the remainingERI's between 
50% fall beyond these limits, 

Comparison With Performance 

In investigating the validity of ERI,swe did 
not expect to find a close relationship between 

ERT and other evidences of effectiveness. Not 
only is there the problem of the availability and 

accuracy of such other evidences, particularly 
for comparison from unit to unit; even more 

important, if ERI is measuring what we think 
it is, it should not be equivalent to profitability 
or productivity or any other single aspect of 
performance. 

On the other hand, it seems logical to expect 
some overlap between ERI and the pattern of 
employee behavior that contributes to produc
tivity, profitability, and the like. Also, condi
tions associated with effective performance may 
conceivably affect ERI, too. Therefore, what 
we were looking for were some trends in the 
relationships between ERI and various other 
aspects of perforrance, in the hope that the 
presence or absence of these trends would help 
in the understanding of what ERI is really get
ting at. 

Accordingly, over a period of time, we have 
ianag-d to take advantage of the following op

portunities for comparison: 

c We were able to obtain various profitability 
figures for 17 of the General Electric plants for 
which there were also ERI data. These profit

had been prepared originally forability figures 
clouded by differencesother purposes; they were 

among the various kinds of plants; and they repre

sented only a small sample of the 135 GE plants 
So they were not ideally suited forthen operating. 

comparism with ERI. 
For exploratory purposes, however, we corn

pared the profitability figures for these plants with 
their ERI's and did find mrre significance than 
we 	had any hope of. The plants with the higher 
ERI's d3 tend to be those with higher profitability. 
For 	 example, the rank-difference correlation co

and 	the ratioefficient is 0.4 between plant ERI 
taxes to capital investment.of net income before 

cl We also were able to ';ok at some performance 
records of work groups. For example, one plant 
had seven manufacturing groups for which various 
records of performance were available and more 

wasor less comparable. One type of such data 
"per cent efficiency" A .e., the ratio of total earn

pay) to what the totalings (including incentive 
at basewould be if employees were earning only 

a of output beyondrate-, or essentially measure 
the 	 incentive standard. The four work groups 
having higher efficiency ratings had an average 

three groups having lower effi-ERI of ioo; the 
ciency ratings had an average ERI of 87. 

Another plant had comparable scrappage rec
ords among 15 production groups. Here the groups 
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with higher ERI's generally were foind to have EXHIBIT I. RATED CHARACTERISTICS OF HIGH-ERI 

scrappage rates better than average, whereas those AND LOw-ERI WORK GROUPS 

with low ERI's usually had relatively poor scrap- More typical of high-ERI work groups 
page performance. There was a rank-difference Active in company-sponsored activities. 
correlation coefficient of -o.5 between ERI and Do a lot of kidding with each other. 
amant of scrappage (the less scrappage, of course, Do their fair share of the dirty work. 
the better the performance). Follow instructions carefully. 

Another plant maintained a competition among Help each other out. 
its seven production work groups based on quality 	 Housekeeping is good. 

Often think up better ways of doing their jobs.
of output, and quality rankings were computed Quality of output is excellent.
 
every month for each group. When the average Really know their jobs.
 
rankings for these groups were compared with their Really like their jobs.
 

ERI's, a substantial degree of correspondence was Really pitch in when there's work to be done.
 
Try their best to make deadlines.rank-difference correlationfound, represented by a rWork 	 hard. 

coefficient of o.5 between the two sets of data. 	 Work smoothly together. 

Finally, we had an opportunity to compare More typical of low-ERl work groups 

with management judgments of work groups, made Always give you an argument. 
prior to and independently of ER. Thus, in one Avoid work whenever they can. 

plant, the employee reletior,; manager bad ranked Careless with equipment. 
ten work groups in terms of his judgnient of their 	 Disrespectful to superiors, 

Often gripe about pay rates.
effectiveness. Here the average ERI for the five Often try to transfer to other units. 
highest-ranking work groups was 1I5, and for the 
five lowest-ranking groups 93. dependable, consistent relationships were found 

In another plant, six of the higher managerial between such data and ERI. 
staff each independently ranked seven production 
groups in terms of effectiveness. Those groups Background Differences 
ranked highest by one or more of the managers had 
an average ERI of zo I; those ranked next-highest, Sonic research progress has also been made 
98; those ranked next-to-lowzst, 9z; and those on the broad and complex problem of the effects 
ranked lowest, 91. of various background characteristics on ERI. 

In four other plants, various managerial and In general, the background differences among 
supervisory personnel were request.:d to describe plants seem to play a more important role in 
the performance of each of the work groups known determining their ERI's than those among work 
to them with respect to 35 specific aspects of group groups within one plant. This is not unexpected, 
performance. Altogether there were 266 ratings since background differences among plants are 
obtained, with three of the four plants yielding pobably more profound, both quantitatively 
generally similar results (the deviations of the and qualitatively, than those which differentiate 
fourth plant may have been due to the narrow 
range of ERI's of its component work groups), and work groups within a plant. 
with 20 of the 35 specific characteristics differen- Only three among the dozen or so back
tiating clearly between high-ERI and low-ERI ground corsiderations that have been investi
groups. P-ated in connection with work groups appear to 

On the basis of the consistent findings of the have a consistent influence. Work groups that 
three plants, EXHIBIT I indicates the 14 character- have higher ERI's in a plant are usually those 
istics which clearly showed up as more typical of composed of (a) fewer employees, (b) older cm
the high-ERI groups than of the low, and the six ployees, and (c) employees whose average length 
characteristics more typical of the low-ERI work of service is greater (this last holds true even 
groups than of the high. It will be observed that when the effects of age differences are dis
management reports high-ERI groups as being whente effct of a ifn es ae s
harder working, better motivated, less complain- counted). Such corsiderations as employees' sex 
ing, and generally more cooperative with manage- and average houly pay do not seem to have 
ment objectives than low-ERI groups. much effect on the ERI of the work group.

In the case of entire plants, some of the 
The foregoing findings illustrate the valida- characteristics that have been found to be asso

tlion results that have been obtained, although ciated with higher ERI's are: (a) most or all of 
not all of them were as fruitful as these. How- the hourly employees are of the same sex; (b) 
ever, in practically all instances where the per- plant employment level is not expanding; and 
formance figures themselves appeared to tae (c) a large percentage of hourly employees work 
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in teams in which the members must coordinate 
their work movements, 

Such findings are helpful to management in 
aunderstanding why the ERI performance of 

particular plant or group may turn out the way 

it does, and in suggesting directions for remedial 

change. 


Pattern of Use 
is de-At General Electric, the ERI program 

signed to function at the local plant level. Ac-

cordingly, all procedures have been worked out 

so that they can be performed by nontechnical 
personnel. 

with -detailed instructionsSimplified forms 
have been devised for collecting the iaw data 

by work groups. Computing tables have been 

ERI findings for work groups reach the foremen 

only indirectly - when plant management de
cides that certain phases of employee relations 

in such cases,need improvement. And even 
ERI may have called attention to thethough 

is never cited as the reason forsituation, it 
is the sole basis. Inaction, and indeed it never 

ERI does is to serve as an addi
effect, what
tional source of information for management in 

helping the foreman to do a better job with his 

work group. 

Appraisal of Experience 

Apart from its technical features, one of the 

most encouraging things about ERI has been its 

acceptance by local plant management. During 

IN ONE PLANTGROUPSERI REPORT FOR WORK
EXHIBIT Ix. SAMPLE 

Indicators 

as p I O3 p p k
E p e s 

,00 mloee we0ek.08 pe71- pesc s1 

pepre foor plw-ie 

ExpessedFially aesioompleyeasuar fomhsben
ha bxpeen lomputingr 

o the wommrkdresigned forerepyong ERIhebsus 

groups within a plant; it calls for each group's 

ERI, its scores on the eight indicators, and vari-
data that may be helpful inous background 

interpretation (see EXHIBIT II). 

The collection, computation, and reporting
areof FRI data, done on a quarterly basis, 

typically the responsi.bility of the plant employee 

relations manager. 
During the early stages of the FRI program, 

the circulation of FRI reports has usually been 

limited to members of plant management. The 

Background 

00e 


3 9 a
 

honefteeerfrekott.atciaei hc aeprmntewiek.ohrpats 
voluntedthipatheearh the program,thbouto 

analyzed andticipation. After the data were 
the results reported back to the plants, all but 

a handful elected to continue to compile ERI 

data for their own use.
 
Evidences of Value
 

Of course, at the present stage of FRI's devel

opment, neither we nor the participating plants 
have enough experience with it to be certain 

However, apparentlyabout its ultimate value. 

there have been enough evidences of its po



tential value to lead these operating managers to 
choose to work with it further, at least on a ten-
tative basis. 

One promising development has been the dis-
covery of relationships between ERI and various 
measures of performance, as already discussed. 
Some managers have also undoubtedly been at-
tracted by the logic of the idea. 

Still another factor in ERI's favor has been 
the way it fills a keenly felt gap. Many of the 
managers recognize that their information about 
employee endeavor and application is fragmen-
tary and unreliable, and they welcome an oppor-
tunity to try something that stands a reasonable 
chance of giving them what they need. 

In most of the plants, too, there have been 
various kinds of specific experiences that have 
tended to highlight the potential value of ERI. 
For example: 

EThe management in one of the plants had an 

opportunity to compare two sets of ERI findings, 
compiled a year apart, on the work growps. It 
was found that the ERI for most of the work groups 
did not shift appreciably during the intervening 
year. Ilowever, there were a few work groups 
that showed pronounced improvement, and others 
with marked decline. In all cases where such 
shifts occurred, their direction corresponded to 
management's appraisal of what had happened in 
those groups. 

E Another of these dramatic instances con-
cerned one of the plants that participated in the 
earliest ERI pilot study. In this study several 
months elapsed between the time that the ERI 
data were collected and the occasion on which a 
report was rendered to the management of the 
plant. During this interim period, plant manage-
ment became aware, through complaints and other 
evidences, of a work group in which' there was a 
considerable amount of "slacking-off" and ineffi-
ciency. The report subsequently showed that this 
group had had the lowest ERI in the plant. Thus, 
ERI had apparently detected a bad situation be-
fore plant management learned of it the hard way. 

Some Hitches 
All this is not to say that ERI has invariably 

had smooth sailing. Its compilation does, after 

all, require an appreciable amount of time and 
effort. In one plant, a busy employee relations 
staff has simply had to defer continuation of 
ERI until it can take care of other, more pressing 
demands. 

There have also been instances where man-
agers have not taken readily to the basic concept 
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of a general picture built from a set of symp
toms; such individuals were inclined to examine 
and try to explain each of the eight indicators 
separately. Considerable discussion was often 
necessary to gain acceptance for the ERI idea, 
and there were probably a few instances in 
which it was never fully bought. 

A hitch-of a different kind that is sometimes 
encountered is the "maverick" - a group hay
ing an ERI that is at variance with manage
ment's view of it. Of course, instances of this 
kind are not unexpected, since neither ERI nor 
the judgment of managers is infallible. Inter
estingly, the reaction of managers to such a 
result was practically never one of rejection; 
rather, this prompted a more intensive review 
of the characteristics and performance of the 
group, often leading to a resolution of the ap
parent contradiction. 

Note that this last "hitch" illustrates what 
may be one of the most immediate benefits of 
the ERI program. It serves as an occasion for 
management's careful consideration of the em
ployce relations climate of the entire plant and 
all its component units. 

Many Applications 
Like any management yardstick, ERI appears 

to have a number of possible applications, in
cluding these: 

I. To inform managers on the current status 
of To oeions -anges ntmeans
 

-of employee relations This does not mean an 
evaluation of the employee relations or personnel 
department as such, but rather an evaluation of 
the total combination of policies, operations, and 
conditions which affect employees tmotivation and 
performance. And certainly ERI must not be the 
only criterion employed; other evidences should 
be considered in drawing conclusions e.g., pro-

scltivity, manufacturing losses, attitude survey re
suits, and informed judgment. 

2. To trace trends in employee relations 
ERI can and should be computed periodically, 
preferably quarterly, making it possible for man
agers. to ascertain the direction and extent of 
change, if any, over a period of time. When such 
changes are related back to modifications that have 
occurred in practices or conditions, sound evidence 
will be gradually accumulated as to what affects 
employee relations, and how It does so. The re
sults serve as guides to further improvement. 

3. To make interunit comparisons - If ERI's 
are obtained for comparable organizational units 
(such as all manufacturing work groups in a plant 
or all the various plants in one department or in
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dustry), their comparison can be highly illuminat-
ing. This is particularly true when data are also 

systematically collected on those variables that may 
The study of these vari-be expected to affect ERI. 

ables in relation to ERI levels in the various units 
will make it possible to understand further what 

practices or conditions operate to generate high 
ERl's and to apply these to low-ERI units. 

4. To control personnel costs - Several of the 
indicators used in determining ERI directly repre-
sent expenses to the organization, e.g., aenteeism 
and turnover. Success in improving ERI ratings 
should, in addition to other benefits, help reduce 
these costs. 

5. To improve the managementprocess - Like 

all management measurements, FRI is not an end 
in itself. The proper use of measurements is to 
feed back the information they yield into'the func-
tions of planning, organizing, and integrating, so 
that these may be designed, modified, and executed 
In the light of knowledge of their effects. It is 
when ERI, in combination with other yardsticks, 
enters the management process as a factor in deci-
sions that major benefits may be reaped. The ex-
perience that managers receive in considering and 
balancing such data may be expected to serve as a 
stimulant to their personal development. 

Further Improvement 

On the basis of the work done to date, we 
believe that a measure - ERI - has now been 

developed which reflects the degree to which 
management has succeeded in gaining employee 
acceptance of, and performance in accord wth, 
company objectives and policies. 


is only a beginning,This accomplishment 
however. Further developments will have to 
proceed along several lines: 

1. Ascertaining to what extent the ERI ap-
proach serves the needs of operating management 
- The criterion, as in the case of all management 
procedures, must ultimately be the judgmefit of 
managers who have had experience with its use. 

2. Further improring the index - There are 
undoubtedly other indicators, quite different from 
those already used and possibly more symptomatic 
and of greater importance, that could be harnessed 
to ERI. Tardiness, not yet used by us with hourly 
employees, is a promising example; another is the 
number of requests for intraplant transfer. It is 
also not improbable that variables may be discov-

ered that are indicative of a different aspect of 

employee relations effectiveness than the one de

fined by our present battery of measures; in fact, 
this leads to the prospect of more than one index. 

3. Determining how ERI is related to other 
measures of employee relations effectiveness -

Again, ERI cannot yet be regarded as the sole 
basis for judging performance in this area. It is 
important to determine how it is related to such 
measures as quality control statistics, which may 
reflect the attitude and performance of employees. 
ERI's validity as a measure of employee relations 
wou!d certainly be in doubt if it failed to correlate 
with any other relevant yardstick. Also, if a bat
tery of measures, Including ERI, is -to be used 

in employeeeffectively in gauging performance 
asrelations, It is necessary that as much possible 

be known about the ways in which the elements of 
the battery supplement, complement, and overlap 
one another. 

4. Learning furtherwhat affects ERI - Oper
ations research reminds us that sound decisions 
are made on the basis of accurate predictions of 
consequences. ERI and other yardsticks In this 
area afford the opportunity to develop a scientific 
understanding of ihe probable impact of proce
dures and conditions on employee relations. This 
will require first the study of the effects on ERI 
(and other criteria) of various practices and condi

and compensations, such as different incentive 
tion plans, channels of communication, supervi
sory methods, training, and employment stability. 

by studyingThese influences can be understood 
how the yardsticks are affected by modifications 
in such variables, and by contrasting the measure
ments obtained on organizational units that differ 

with respect to key conditions and practices. 

These future projects will not be accom
plished overnight. However, the needs of man

agement can never await certainty; manage
mert decisions have to be- made daily on the 
basis of the best available evidence. Mean
while, the General Electric Company is going 
ahead cautiously with the application of this 
measurement to the area of employee relations, 
and it is hoped that other companies will soon 
move alon similar lines. 

It ang linestsimilar 

It can be expected that the sharing of results 

and experiences among various companies then 

will accelerate the acquisition of understanding 
in this complex area of evaluating "intangibles." 
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Postemployment Inquiry Found Helpful 

STEPHEN HABBE 

Division of Personnel Administration 

T HOSE INVOLVED in exit-interviewing pro-
asT grams sometimes wonder if their labors are 

productive as they might 1-.e. Seldom is it possible to 
persuade a valued worker to reconsider his decision 
to leave. It is likely that he has been contemplating a 
move for a period of weeks or even months, and thus 

the interview, coming too late, amounts to little more 
than "locking the barn after the horse has run away." 

But, it may be objected, holding on to valued work-
ers is not a major purpose of most exit-interview pro-
grams. This is true. Companies have discovered that 
thi purpose can be served better in other ways.. 

An objective of many current exit-interviewing pro-
grams is to learn of problems and of weaknesses in the 
organization so that something can be done about 
them, thus building a stronger company that is able to 
hold its valued employees. Here, too, the effectiveness 
of the exit interview in getting all of the desired in-
formation is debatable. 

Three reasons for doubt are given. First, it is said, 
the employee who is leaving the company may be too 
close to the situation to view it in perspective. Second, 
since he is still on the payroll, he may hesitate to ex-
press his true feelings. If asked why he is leaving, for' 
example, it is easier for him to say "to take a better 
job" than "because I have found that I cannot believe 
what my supervisor tells me." Third, the employee 
may need a recommendation during the years ahead 
and therefore may hesitate to report anything nega-
tive unless he is convinced that the company really 
wants to know his true feelings and that it will not 
hold his remarks against him. 

But suppose the individual is asked a few questions 
after he has left a job. Will he have gained some per-
spective? Will he feel freer to offer unfavorable com-
ments, if he has any to offer? One company that an-
swers "yes" to these questions is the General Motors 
Acceptance Corporation (GMAC). 

In 1048 GMAC added a postemployment question-
naire to its exit-irtterviewing program.1 Eleven months 

'The Fih,:r Body Division wu the fiint General Motorunit to 

use the potemployment questionnaire plan. This was in 1945. The 

Fisher and the GMAC p-nedurea are similar but not identical. 

ago the form that had been in use was revised. This 
article is based on some of the things that GMAC has 
learned through its new pmstemployment question
naires during the first half of 1960. 

The GMAC Organization 
GMAC is an organization of 10,000 employees, 

located in 325 branch officea in the United States, 
Canada, and overseas. The headquarters' offices are 
in New York City. GMAC was established in 1919. 
The company's business is the financing of the differ
ent products of General Motors, chiefly automobiles. 

It is important to state tha. GMAC employs many 
young people. More than one-half the employees are 
under thirty years of age. A sizable fraction of these 
are in their first jobs. Almost half the workers are 
women, and the goal of many of them is "to work tvro 
or three years, save a little money, and tart a family." 

The burden of work is rather heavy. The men are 
out of the office much of the time following up delin
quent accounts. It frequently is necessary for them to 
work one or more evenings per week. Much of the 
work done by the women is of a routine nature. Few 
of the jobs done by the younger workers can be de
scribed as glamorous. 

Under these circumstances, high turnover might be 
expected. Actually, turnover for 1959 was only 15.5%. 

Two to three weeks after leaving GMAC, the em
ployee who has resigned receives a letter. It is signed 
by the company's director of personnel administra. 
tion. The letter says: 

"Notice of your recent resignation has just come to my 
attention. It is our desire that GMAC always be considered 
a fine place to work. Accordingly, we would appreciate your 
cooperation in replying to the attached questionnaire. 

"Your answers will. be used primarily in connection with 
studies of the effectiveness of our personnel policies. If you 
wish, and so indicate, they will be kept confidential. 

"Please accept our very best wishes." 

A stamped return envelope and a single-page que.,
tionnaire are enclosed. The questionnaire is shown wi 
the facing page. Only three questions are asked. Th 

form can be filled out in a few minutes. 

Reprinted by permission fom ManagementRecord, Vol. 22, No. 10 (October, 1960), 8-10. 
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Forty per cent of the questionnaires are filled out 
considers this returnand returned.-The company 

highly satisfactory, pointing out that none of the per-

receiving the letter are under any obligation to sons 
comply vith the request it contains. GMAC interprets 

May tee have your cooperation? 

1. What were the things that influenced you to leave 

GMAC? 

If you left to take other employment, would you
2. 

mind telling us the advantages you feel your new 

position offers as compared with the positin you 
held jn OMAC? 

3. Do you have any other comments or suggestions 
that you feel would be helpful from an employee 

relations standpoint? 

0 mi. 


Name [] MRS. 

III Ye prfertesybmit this form eeslped, plese feel free !@do so) 

Present
 
Address 


(Noe.end Streeti 

(City and Snt@) 

Former OMAC Branch-. Date 

A self addressed envelope is enclosed for your €onyenlelce. 

to al s theirThis is the questionnaire that is sent weiheutsbby GMACen 
after theiremployees who resign, two to three weeks 


resignation. The original form is74 inches by 101/ 2 inches. 


the 40% return as evidence of good morale among the 

empioyevs. extending into the postemployment period. 

It should be tioted that the questionnaire is not only 

brief but also easy to fill out. The prepared envelope 

also encourages cooperation. 
Each return that is sig,ned is acknowledged with 

thanks. A study of the completed questionnaires shows 

that a large majority of the terminators have a favor
able attitude toward GMAC. A number take the occa

as GMACsion to mention thirgs they had enjoyed
employees. 

Why Do They Leave? 

Analysis of the answers to the first question ("What 

were the things that influenced you to leave GMAC?") 

shows the following reasons at the top of the list: 

Per Cert of 
Those Replying

Reason for Leaving 

Moved to another location...........
 
20%/0...............
Preferred to remain at home 
15%...............................
Preferred other type work 

Left to continue education ............................. 8% 

Offered better position elsewhere .................... 7% 

(No other single reason was given by more than 6% of 

those replying.) 

Employment opportunities in other GMAC 

branches always are discussed with a GMAC employee 

who is moving to another location, provided he has a 

good record. But not all communities have a GMAC 

ibranch office, and there is not much the company can 

do in such situations. The largest number of termina

tors are in this group. 
aAnd there is not much that can be done when 

young woman employee announces that she is going 

to remain at home to get married or to start a family. 

In considering the last three reasons cited above, it 

should be recalled that GMAC employs thousands of 
do 

young people. Inevitably, some of these find they 

not "fit," even though all applicants are tested before 

employment. 

Nature of the Follow-Up 

If a returned questionnaire is signed and if it con

or any specific criticisms
tains any negative remarks 
of the company, it is followed up promptly.' The per

son involved will be offered the opportunity to elabo
or 

rate his statement. He will be invited to the office 
he will be visited in his home by a company supervisor. 

critical remarks isof returns that contain'While the number by
one is considered important. Each is regarded

small, each an opportunity to investigate a situationGMAC as providing 
that might lead to improved operations. The follow-up is done by 

the line organization. 



Follow-up will be continued until all possible facts 

have been collected. 
As a result of this procedure, various misunderstand-

ings have been cleared up, amends have been made 

(as when it is discovered that an employee has left 

GMAC abruptly and without some of the benefits to 

which he is entitled), and company practices have 

been changed. In a few instances, personnel changes 

have resulted. 

Advanl.,ges 

GMAC reports a number of advantages from its 
good publicpostemployment survey. These include 

relations with employees who leave the organization, 
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deeper insight into day-to-day problems in the 

branches, and suggestions that have led to improve

ments in operations. 
No claim is made that the postemployment ques

tionnaire represents a major technique in personnel 

administration. Rather it is an extra step taken to 

supplement the exiL-interviewing program. It is 

thought to be worthwhile because the individual who 

has left is unlike the person still on the payroll. Since 

he has no axe to grind, he can say what he likes-and 
he often does. Companies find that they can learn a 

lot from him. 
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Application to health, social welfare, and family planning 
Job enrichment for white-collar workers would consist of granting much 

greater discretion to individual workers concerning the way in which their 

activities are performed. For H-SW-FP workers there would no longer be a 

monolytic program designed to be carried out inflexibly in every district 

office or clinic, with each layer of supervisors obtaining its "marching orders" 

from the layer above it. Instead, the supervisors would be allowed to work out 

variations in the basic program that they and their subordinates think would 

best meet local conditions. As the reading makes clear, this kind of job en

richment would entail much more than simple consultation about procedures; 

it would involve the actual passing of authority and decision-making responsi

bility from higher to lower levels. Some of the possible options are mentioned 

in the questions and exercises section. 
Attitude surveys of workers should be a routine annual project, with 

prompt tabulation and comparison with results of the previous year's survey. 

Where the number of employees is very large, a sample of workers drawn 

from each employment stratum would be sufficient. Such surveys should re

veal the major areas of tension, dissatisfaction and need for corrective action. 
The very high rate of turnover which affects most H-SW-FP programs 

offers ample opportunity to hold post-employment interviews to discover why 
such turnover occurs, and to provide a basis for reducing it in the future. 

Questions for discussion and exercises 
1. Go back to Chapter Four, where job descriptions have been formulated 

for each category of white-collar workers. Discuss what actions might be 

taken to enrich the jobs of 
(a) Counsellors and educators in clinics 
(b) Home visitors and other field workers engaged in recruiting clients 

(c) Nurse's aides in clinics 
(d) Receptionist-clerks in clinics 
(e) District and local supervisors of field workers 

Do you think job enrichment of these types would be a success or a failure 

in your country? 

2. The aricle on job enrichment declares that plans for job enrichment 

should be dr. wn up by managers, because employees lack sufficient imag

ination, daring and insight to visualize the range of responsibilities they could 

Do you agree? How might employees participate usefully in plans toassume. 
enrich their jobs? 

3. Draw up what you consider to be a good employee attitude question

naire. Consider each item on it carefully as a candidate for a survey of family 

planning employees. Interview a dozen family planning workers with a series 

of open-ended questions designed to detect special topics which should be in
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cluded in such a survey. Revise the questionnaire and make it what you would 
consider to be an ideal employee attitude inventory for a family planning or
ganization in your country. 

4. Devise a post-employment interview for departing family planning 
workers. Interview a dozen former employees of a family planning organiza
tion about their satisfaction and dissatisfaction with their work, using open
ended questions. Revise your questionnaire in the light of this experience and 
pre-test it on an additional twenty-five former employees. Submit it to the 
personnel office of the family planning organization for his comments and 
possible use. 

5. This chapter has discussed three possible organization-wide actions by 
which a personnel officer could improve personnel management in his organi
zation. What additional actions might he take? Discuss the pros and cons of 
the following: 

(a) Starting an evening study program in personnel management for de
partment heads, their deputies, and other high-level supervisors, using this 
book as a text. 

(b) Encouraging employees to organize and hold group meetings which 
high officials of the family planning organization would attend, at which sug
gestions would be made, questions asked and answered, and grievances aired. 

(c) Tabulating an index of the ERI type for each operating unit of the 
family planning organization. 



Chapter Fifteen
 

PERSONNEL MANAGEMENT IN RELATION TO
 

EMPLOYEES' ORGANIZATIONS AND
 
UNIONS AMONG WHITE-COLLAR
 

AND PROFESSIONAL
 
WORKERS
 

The preceding chapters have assumed that the organization negotiates with 

each employee individually concerning such matters as pay and benefits. This 

certainly is not the case among the largest employers of blue-collar workers in 

Europe and North America. Parallelling the rise in industrialization on these 

continents there has emerged some form of trade unionism. These employees' 

organizations seek to increase pay, improve working conditions, shorten hours, 

gain pension, vacation, and sickness benefits, establish procedures for handling 

or attain some other objective of the employees. Historically thisgrievances, 

movement has been concentrated among blue-collar workers in factories,
 
mines, construction firms, transportation industries, and other organizations
 

where large numbers of unskilled or semi-skilled operatives were performing
 

similar work. More recently, unionization has spread to white-collar groups.
 
nurses andTeachers (elementary and high school), government employees, 

other hospital employees, librarians, retail store clerks, clerical workers in 

or business offices of large corporations, and socialbanks, insurance firms, 
workers (public as well as private) have formed unions for collective bargain

ing with their employers. Most recently there has been a movement among 

higher levels of professional workers to unionize; college teachers, resident 

physicians in hospitals, engineers, and laboratory technicians have developed 

strong employee organizations or joined unions. 
Trade unions and employee organizations are a direct confrontation to 

management's claim to sole authority for making decisions about pay, promo

tion and conditions of employment. Once the employees have voted to union

ize, the personnel manager can no longer unilaterally administer decisions con

ceming wages, transfer, layoff, discharge and overtime work. Instead, these 

366 
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matters must be discussed with union representatives and formalized as a con
tract. Without such a written agreement the employees will strike, just as they 
will strike if they think the contract has been violated. Each unionized em
ployee has a dual membership-in the organization which pays his salary and 
in the union which challenges the authority of his employer. This introduces 
an entircly new dimension to the field of personnel management. The person
nel manager must help the organization prepare to enter into bargaining meet
ings with the union, to handle union grievances in a way that will avert strikes 
and to be responsible for carrying out the stipulations of a contract negotiated 
with the union. Many management specialists believe that good personnel ad
ministration can keep unions from forming or can keep them from having 
an overpowering influence on company decisions. The formation of a white
collar union is particularly likely to be ascribed to faulty personnel adminis
tration. 

The union challenge to company authority becomes most direct at the 
point of direct supervision. A "union steward," elected or appointed by the 
union, is the union counterpart of the supervisor. Grievances of individual 
workers are reported to the steward who negotiates with the supervisor. The 
employing organization must establish policies concerning what negotiations 
its supervisors can make with union stewards and what types of grievances 
must be brought to higher levels. 

Although most employers would prefer not to have unions, and particu
larly white-collar unions, it has been found in actual practice that once a union 
contract has been negotiated the employees usually function as conscientious 
and loyal employees. The quality of union-management relationships is influ
enced greatly by the quality of performance of the personnel manager. If the 
personnel manager (as company policy) tries to fight the union or maintains 
only hostile and distant relationships with its representatives, it can lower pro
ductivity dramatically. Inasmuch as most unions firmly believe in the existing 
economic system and want the employer to continue to offer employment to 
its members, practical experience has shown that unions and management can 
educate each other about reciprocal needs to a point where harmony develops 
to the advantage of both employers and employees. 

*Because the great majority of employees of health, social welfare, and 
family planning organizations are white-collar workers, the readings of this 
chapter are focused on white-collar unions. The first reading describes the 
growth of white-collar unions in Sweden, where more than 70 percent of 
unionizable white-collar workers are unionized. The second article argues 
that conditions for further white-collar unionization are widely prevalent. The 
final article is an essay on how a union may become a vehicle to gain greater 
worker involvement in the organization. 
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White-collar Union Growth: 

The Case of Sweden 

J. ADAMS*ROY 

WHY WHITE-COLLAR EMPLOYEES join or do not join trade unions 

and whether they will join in larger numbers in the future than in the past 

are questions which have drawn a good deal of attention from students and 

. . ,practitioners of industrial relations. 

The Swedish case should be instructive for at least two reasons. First, 

during the early years of the twentieth century, the white-collar situation 

in Sweden was very similar to that noted elsewhere.3 White-collar workers 

as part of the middle class and did not identify withthought of themselves 
trade unionism, which was considered to be a working-class phenomenon. 

Nor did they approve of the conflictive and ideological (socialistic) aspects 

of the blue-collar labor movement. Employers were very resistant to union

after unions of manual workers hadism among white-collar workers, even 

been recognized. Finally, white-collar employees were generally more highly 

paid, had closer ties with management, and greater job security. 

A second reason for studying the Swedish case is that today more than 70 

per cent of the "potentially organizable" white-collar employees are organ-

Assistant Professor of Industrial Relations, McMaster University. 

s See, for example, Adolf Sturmthal, ed., White-CollarTrade Unions (Chicago and London: 

University of Illinois Press, 1967); Everett M. Kassalow, Trade Unions and IndustrialRelations, 

an InternationalComparison (New 'fork: Random House, 1969), Chap. 18; and Albert A. Blum, 

Marten Estey, James W. Kuhn, Wesley A. Wildman, and Leo Troy, White CollarWorkers (New 

York: Random House, 1971). 

Reprinted by permission from IndustrialRelations 13 (May, 1974), 164-76. 
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ized.4 This figure includes such occupations as doctors, lawyers, army officers, 

clergymen, and many grades of managers-occupations which are often 
considered unorganizable in other countries. Thus, the Swedish experience 

provides a model against which developments elsewhere may be contrasted. 

The Swedish Experience 

White-collar unionism in Sweden has evolved through a num

ber of stages. Between 1915 and 1923, there was a rapid growth followed by 

an equally rapid decline. Another rapid growth period began late in the 

twenties and continued ihroughout the thirties. This was followed by the 

adoption of trade unionism on a major scale by professional employees dur

ing the forties. In the post-World War II era, there has been steady growth 

in white-collar unionism both in absolute and relative terms. 

The first boom. By the beginning of World War I, many organizations of 

white-collar employees had already turned to union methods. Railway 

clerko, marine engineers, merchant marine officers, pharmacists, journalists, 

and certain groups of commercial employees had all established collective 

bargaining procedures.1" The great majority of white-collar workers, how

ever, were either unorganized or members of groups which shied away from 

conflict and instead depended primdrily on mutual insurance and govern

mental lobbying to protect them from the vagaries of the labor market. The 

war changed much of this. Although Sweden was not a combatant, she was 

shut off from many of the sources of her supplies. The necessities of life 

became scarce and rampant inflation overtook the country."' What to do 

about the rapid rise in the cost of living became the chief issue among exist

ing employee groups. Under these conditions, union membership boomed. 

4 Swedish white-collar unionists belong to one of four central federations. The largest is tile 
Central OGipnization of Salaried Employees (Tjanstemmanens Centralorganisation,. TCO) which 
organizes tro majority qf clerical, administrative, and technical employees inboth the public an 
private sector. Although TCO has some professional members, most proessionals belong to the 
Central Organizqtion of Swedish Professional Employees (Sveri ges Akademikers Centralorganza
ton, SACO). The remainder are divided between the national F,'deation of Government Em
ployees (Statstjanstemmannens Riksfonbund, SR), which organizes army officers and higher level 
civil servants, the Swedish Confederation of Trade Unions (Landsorgaaisationen i Sverige, LO) 
to which belong retail clerks, musicians, and certain insurance salesmen in the private sector and 
lower graded clerical and technical emoloyees in the public sector. The LO is, however, primarily 
a manual federation. The three white-collar federations are politically neutral while the LO has 
close ties with the governing Social Democratic Labor Party (Socialdemokratiska Arbetarpartiet,
sF).

1 Arne Nilstein. "Sweden," in Strumthal, op. cit. 
Is For an account of this era, see 0. Fritiof Ander, The Building of Modern Sweden (Rock 

Island: Ausgustana Library Press, 1958). 
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For instance, between 19i5 and 1920, membership in the major foremen's 

more tran tripled; the Bank Employees Association went fromassociation 
950 members in 1915 to 5,500 in 1920; the commercial workers jumped from 

" 827 to 7,358. Many new organizations came into existence including those 

for insurance employees, non ommissioned officers, telephone employees, 
18

school mistresses, and engineers and technicians in industry.

Tuie first action of many of these groups was to appeal to the reason and 

goodwill of the employers to meet the cost-of-living increase with voluntary 

pay raises. When these appeals fell on deaf ears, the collective bargaining 

techniques already established by blue-collar workers began to look more 

appealing, even if their adoption implied a breakdown in the traditionally 

close relationship with the employer. For example, the Bank Employees 

Association had existed since 1887 as a professional organization, but col-

Iective bargaining lad not been considered within its mandate. During 1917 

and 1918, the organization met several times to consider the cost-of-living 

problem. Meeting with employer intransigence to its petitions, in 1919 it
 

elected a new, more militaut leadership and demanded recogniion and
 
a
bargaining rights. Foremen and insurance employees pursued similar 

1" course.
 
All of these demands were, however, flatly reiected by employers. Al

though bargaining rights had been recognized for blue-collar workers early
 

in the century, such a system was considered to be inappropriate for salaried
 

employees.2 Employers believed that &'einherent coaflictive nature of col

lective bargaining would undermine the close working relationship between
 
Nor could collective bargaining
white-collar workers and management. 


techniques possibly allow for adequate recognition of the diversity of job
 

positions and levels held by white-collar employees. Mediocrity of perfor

mance and-disruption of the working environment, employers feared, would 

be the inevitable result of unionization and collective bargaining. 

As in many countries of the West, an ecoiiemic depression hit Sweden in 

1921. Production decreased, as did employment. The result Was a decline in 

white-collar unionism. Many organizations lost membership. For instance, 

both the Bank Employees Association and the newly formed Association of 

1t Data are from annual reports, TCO archives, and the files of the individual unions. 
AlmquistIs Sten Carlsson, Den Sociala Omgnipperingen i Sverige efter 1866 (Stockholm: 


and Widsells, 198).

190On the bank employees, see Cunnar Palmquist, Segrande Samverkan (Stockholm: Sven'A 

1962). On the insurance employees, see FTF 1919-1969 (Stockholm:Bankmannaforbundet, Berg-Foruakringstlanstelnannaforbundet, 1970). the foremen's development is covered by Firn 
errand, DACO, facklig samarbetemeUan privatanmaiUdatlansteman (Lund: Department of Polit-

Ical Science. 1962), unpublished thesis, Chap. 1. 
2o Per Sand!erg, Tianstemannaroreklen,Uppkomst och Utt.kling (Stockholm: tidens for

keg, 1969). 
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Salaried Employees in the Engineering Industry were reduced to half their 

pre-depression size. New organizations ceased to be formed, and among 

those that survived few new attempts to establish bargaining relationships 

were made.21 

TABLE 1 

Numvn~ OF WIITE-COLLAII EMPLOYEES PER ESTABLISHMENT 

IN SWEDISH INDUSTRY, 1915-1948 

N umber of 
Number of salaried 

Year 

Number of 
establishments 

(000's) 

salaried 
,iployees

i000's) 

employees
e' 

estab shment 

1915 9.8 29.8 3.04 
1920 12.0 43.9 3.66 
1923 11.0 37.4 3.40 
1930 14.6 51.5 3.53 
1937 18.2 71.0 3.90 
1948 17.5 139.7 7.98 

SouncE: Calculated from Fritz Croner, Tjanulernannakaren i Deg Moderna Sainhallet (Uppsala: Almquist and 
WLksells, 1951), Table 36, pp. 224-225. 

The turnaround in white-collar unionization of the early twenties was, 
beyond any reasonable doubt, produced by the depression. Although white
collar workers had sufficient ,- ause to demand union services, they had little 

reason to expect that unions would be effective in their behalf. There was no 

major changes in government or employer policy, or in employment concen
tration, as one might expect from the Bain model. 

The Lreakthroughera (late twenties and thirties).During the latter years 
of the twenties, a new surge of energy spread through the white-collar 
organizations. Certain associations once again began adopting more militant 

language and calling for collective bargaining. Led by the Bank Employees 

Association, several white-collar organizations began to consider the possi
bility of establishing a permanent white-collar federation. Even during the 
upsurge of white-collar unionism during the teens, few white- !ollar organi
zations had given any thought to entering the LO, nor did the LO attempt 

to recruit them. Few people in Sweden during this era believed that there 
could be any similarity of interest between white-collar and blue-collar 

workers.2 5Thus, in 1931, several white-collar associations in the private sec

21 Bergstrand, op. cit., Chap. 1.
 
25 C. Costa Malmstrom, Samverkan Slagkarft (Stockholm: Crafikon AB, 1970), pp. 49-58.
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tor formed the Central Organization of Employees (De Anstalldas Central
was not considered by theorganisation, DACO). At first, this organization 

members to be a trade union federation but simply a federation of white

collar associations. Several of its constituents, in fact, refused to be known as 

trade unions; they did not wish to frighten away potential members with 

the connotation of working-class c:-nflict which surrounded the term trade 

union. 
At its inception, DACO had 20,000 members; by 1937, it had expanded to 

47,000- These figures were not insignificant in a country as small as Sweden. 

In 1980, there were only a total of 392,000 employed white-collar workers in 

the entire country (with industry employing only 79,000 white-collar em-

During the thirties, several new white-collar organizations wereployees).26 

among industrial whiteformed. Unionization spread especially rapidly 

In 1929, for example, the Swedish Union of Clerical andcollar worers. 


Technical Employees in Industry had only 318 members, but by 1937 it had
 

expanded to over 11,000."
 

The upsurge of the professionalemployees. All of the above forces also 

had an impact on professionals. Prior to the white-collar boom of the thirties, 

many professional organizations existed but few had adopted union meth

ods. Caught up in the thirties' boom, many new professional organizations 

came into existence. Over one-third of the constituent organizations of the 

present-day Central Organization of Swedish Professional Employees (Sve

riges Akademikers Centralorganisation, or SACO) were formed in the thirties 

and forties.81 
Efforts to bring these organizations into the main stream of the white

collar movement tailed. Instead, in 1947, they established SACO. Like other 

white-collar organizations, SACO did not originally think of itself as a trade 

union in the traditional sense. Over the years, however, it has moved increas

ingly in the direction of an "ideal" trade union. 

Again, there are several factors involved in this growth of trade unionism 

among professional employees. Civil servants in Sweden had been well 

organized for some time when the boom began. In 1930, Bergstrand esti

mated that approximately 65 per cent of state employees belonged to some 
that blue-collaremployee organization. At the same time, he estimated 

workers generally were about 50 per cent organized and white-collar workers 

26 Nilstein, op. cit., Table 3, p. 267.
 
2 Data were supplied to the author by the union.
 
86 SACO annual report, 1972.
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in the private sector about 15 per cent.3 7 Prior to the thirties, however, the 

public sector organzat'ons could not be said to be "ideal" unions. Although 
they would petition the government concerning terms and conditions of 
employment, they did not bargain collectively or utilize conflictive methods. 
Nor did they consider themselves to be trade unions. 

Legislation in 1937 and 1940, however, gave governmental employees the 
right to bargain collectively over their terms and conditions cf employment. 
With this right granted, several existing public employee organizations, 
which had founded their own federation in 1937, did not hesitate to make 
use of the new laws to forward the interests of their members.89 Even while 

entering into this new phase, however, many of these organizations con
tinued to consider themselves as simply white-collar associations. 

Taken as a whole, Swedish professionals demonstrated the greatest oppo
sition to the adoption of trade union methods. Many considered unioni
zation "to be an expression of the unhealthy collectivism of the times.' 
However, with all of the other groups actively engaging in collective bar
gaining, it became necessary for the professionals, most of whom were state 

employees, to enter the approved process or face "being disregarded and 
forgotten." 9 

Also, like other white-collar workers, it was apparently economic and 
security factors which provided the stimulus to take up union methods. 
SACO itself claims its formation and subsequent growth to be due to a 
"marked deterioration of conditions for professional workers during the late 
1930's and World War II." 0 

The National Federation of Government Employees (Statstjanstemannens 

Riksforbund, or SR) traces its roots to two associations which came into 
existence during the first two decades of the twentieth ctntury. These two 
organizations amalgamated in. 1946 and took up collective bargaining, as 
the other central organizations had. Even into the sixties, however, SR con
tinudd to think of itself as primarily a professional federation rather than a 

trade union. In 1971, it participated in a strike for the first time. 

Continuingwhite-collargrowth. Despite the breakthrough of the thirties 
and forties, the subsequent growth of white-collar unionism in Sweden was 
to be a gradual process. In the years since the breakt'hrough there has been 

87 Bergstrand, op. cit., p. 125. 
88 The public employees federation amalgamated %ith DACO in 1944 to form the present

day TCO. 
go Swedish ProfessionalAssociations as Trade Unions (Stockholm: SACO, 1959), pp. 4, 5. 
4 0 Everett M. Kassalow, "Professional Unionism in Sweden," InduitrialRelations,VIII (Feb

mary, 1969), 121. 
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a steady, persistent growth both in numbers and per c mt organized.41 The 

advance has been both quantitative and qualitative. Even into the fifties 

and sixties, some white-collar organizations continued to think of themselves 

as something other than trade unions, but this attitude has gradually faded 

away, and today essentially all of the white-collar organizations accept the 

designation. The cerm "trade union" has also gradually lost its strong social

ist connotation. 

Summary and Conclusions 

White-collar workers in Sweden disliked the inherent conflict 

and political commitment which trade uaionism implied. All other things 

being equal, they ,,,ould have preferred not to adopt ihe union methods of 

formal collective bargaining backed up by the threat of force. On the other 

hand, they were very concerned about their terms and conditions of employ

ment. When they experienced widespread employment difficulties, they 

sought out ways whereby these problems could be redressed in their favor. 

Nonconflictive means such as friendly petitions to employers and the pool

ing of individual resources were found to be ineffective. In this circumstance, 

the potential utility of trade unionism had to be weighed against its inher

ently distasteful character. Trade union methods had been successful for 

blue-collar employees, but the opposition of employers to union methods 

and the unwillingness of many white-collar employees to strike for recog

nition made it questionable whether these methods would work for white

collar workers. Until the decade of the thirties, the question was sill unde

cided. The formation of DACO, the public policy of the era, and the negative 

stimulus of economic reverses, however, tipped the scales in favor of union

ization. Public policy brought the issue more clearly to the attention of 

many white-collar employees, legitimated the use of union methods, and 

finally overturned employer intransigence. With the adoption of extensive 

negotiating machinery throughout the economy, the white-collar unions 

were able to demonstrate their worth, employers found that their fears 

of massive conflict and deterioration of performawe standards were un

warranted, and white-collar workers generally discovered that collective 

b:i-gaining need not necessarily be associated with social protest but could 

simply be a useful technique. In the post-war period, the blocks to unioniza

tion were progressively removed and more and more white-collar employees, 

41 Nilstein estimated that 53 per cent of the nonmanual labor force was organized in 1950; 

by 1970, this had increased to over 63 per cent. Several of those included in the labor force 
figures are considered to be outside of the union potential, and, therefore, real union density is 
sigificantly greater than 63 per cent. 1970 data were supplied by the TCO. 
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including professionals, became union members. The existing white-collar 

organizations also gradually came to think of themselves as trade unions. The 

result is the high level of unionization among white-collar workers in Sweden 

today. 
This analysis suggests that Bain's theory must be altered in several respects. 

Clearly, dissatisfaction with employment conditions and the expectation of 

benefit from union membership are closely associated with union growth, 

but it is both unreasonable and unlikely that there are any simple empirical 

referents to these concepts. In Sweden, economic rather than bureaucratic 

conditions provided the discontent, and whitt-collar employees joined unions 

in large numbers before these organizations had proven their worth. Cer

tainly the recognized union has more to offer the potential member than the 

nonrecognized union, but employees will still join an unrecognized organi

zation if they believe that doing so is likely to be of advantage to them. 

Government action may produce recognition and thus enhance the unions 

drawing power. Indeed, government action may be the most powerful force 

available for increased unionization, but government action is not a neces

sary condition for growth. White-collar unionism blossomed in the World 

War I period in Sweden despite the lack of government initiative. Nor is 

government action necessarily an autonomous variable, as implied by Bain's 

model. In Sweden, the white-collar unions did not bide their time in hopes 

that a benevolent government would take up their cause, but instead applied 

constant pressure on the government which was eventually successful. Fur

thermore, the Swedish case indicates that government actic- maAave more 

diffuse effects than suggested by Bain. Prior to 1936, go.arnment policy 

had the effect of publiciling and legitimizing the use of union methods and 

thus had a direct effect on uiu..n growth rather than the indirect effect noted 

in Bain's model. 
Perhaps the clearest lesson to be dawn from tL. Swedish case is that the 

conditions common to the white-collar experience which have been widely 
believed to hold back unionization need nor form a permanent barrier to 

white-collar union growth. Even though they may not consider it to be an 

ideal solution, white-collar employees can and will adopt trade union meth

ods if they believe it to be in their interests to do so. 
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Your clerical workers are 
ride for unionism 

Alfred Vogel 

I like least about management?VWhat do 

Their idiotic ideas, their inabi!itj to change with 

the times, their lack of progrossivni.;ss." (Young 

bank teller) 
is simply indifferent toward-"Management 

show fa-complaints of employees. They. also 
voritism toward certain groups." (Filing clerk in 

a large inourance company) 
"The company is interested in you only ifyou 

us al-produce-not as an individual. They tell 
(Secre-most nothing about what is going on." 

tary in'a basic metals company) 

r iresponsiveness 

These complaints are indicative of a burgeoning 

discontent in an increasingly important segment 

of the work force-the swelling ranks of clerical 

employees. There are currently over 13 million 

clerical workers (i.e., stenographers,' secretaries, 

bookkeepers, business machine ope,'ators) in the 

United States; many are young, many are black, 

and most are women. The only,'larger group, 
with over 14 million members, consists of semi. 

skilled personnel (i.e., assemblers, machine op. 
erators, drivers, etc.), and Census Bureau data 

indicate that the gap between the two will be 

even smaller by 1975. 
While semiskilled workers are heavily union. 

ized, clerical workers have traditionally resisted 
union overtures, relying instead on management 

to their problems. But the foun. 

dation of this resistance to unions-positive at. 

titudes toward management-is breaking down. 
The evidence comes from a recent analysis, per. 

formed by the Opinion Research Corporation, 

49 (March-April, 1971), 48-54. Copyright 1971 by Jha 
Reprinted by permission from Hrvard Business Review 
President and Fellows of Harvard College; al rights reserved. 
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where the attitudes of clerical employees toward 
management during the past r5 years were re-
viewed. The results indicate that during the last 
five years there has been a marked and growing 
dissatisfaction among these workers-to the ex-
tent that many may soon turn to unions for a 
solution to their problems. 

Furthermore, the unions are exhibiting an in-
creased interest in wooing clerical and other 
white-collar workers. For example: 

o The UAW and the Steelworkers Union have 
set up white-collar units. 

o The Office and Professional Employees In-
temational Union has launched, with consider-
able fanfare, a campaign to organize one million 
bank employees. 

o The Alliance for Labor Action (a conglom-
erate of the UAW, Chemical Workers, Distrib-
utive Workers, and Teamsters) is embarking 
on an expanded white-collar organization effort, 
especially in the South. 

Traditionally middle-class, white-collar groups 
such as teachers, engineers, nurses, and social 
workers already form a growing percentage of 
organized labor, and it appears that the large 
army of clerical employees is becoming ripe for 
a similar move. Just how ripe, and what man-
agement can do about it, is the focus of this 
article. The conclusions are supported by a wide 
sample of attitudes from over 2.5,ooo employees 
in over 90 companies; and the businesses sur-
veyed represent a solid cross section of U.S. in-
dustry-banks, insurance companies, minufac-
turing companies, and utilities. In most cases at 
least 5o companies are included in the analysis 
of a single issue. 

Beneath the surface 

Numerous observers have pointed out the diffi-
culties that face unions attempting to organize 
clerical employees. Some of the reasons are 
structural (e.g., the physical problem of reaching 
this group with the union message). But the ma-
iority of reasons for clerical workers' resistance 
are sociological: (a) the widespread feeling that 
unions are beneath their dignity and that they 
can bargain for themselves, (b) the belief that 
they, as members of the middle class, are identi-
fled with management and therefore should re
iect unions, and (c) the tendency to think of 

I seeEdward R.Curtin, White-collar Unionization (New York, Natioral 
rJami Conference Board, Personncl Policy Study #22o, 1970), p. 4. 

unions as unseemly, rabble-rousing organiza
tions. Consider what clerical workers themselves 
have often said about unions: 

"Unions are for the birds-for people without 
much education who can't stand on their own." 
(Oil company secretary) 

"Unions are undesirable and distasteful to 
people like me. I just can't imagine myself out 
on a picket line." (Young bank clerk) 

"I don't need a union. I can handle myself. 
If I want a raise, I go see my boss." (Household
products company stenographer) 

"What do I know about unions? No one has 
ever talked to me about them." (Insurance com
pany clerk) 

During the past decade, unions have had only 
modest succcs: at best in organizing clerical 
workers and other white-collar employees. For 
example, while over one million nonmanagerial 
white-collar-workers were recruited by unions 
from 19S8 to 1968, the yearly level of this group's 
union membership has remained at about I1%.i 

At least on the surface, the probability of 
union success in organizing clerical workers ap
pears to be limited-a slow process of washing 
away rocks of resistance, winning an election 
here, losing an election there. Certainly nothing 
approaching a breakthrough, like the great CIO 
successes with industrial workers in the 1930's, 
seems to be in order. 

But beneath the surface there are signs that 
attitudes are changing, that clerical employees 
are becoming sufficiently provoked by manage
ment to take a second look at unions. Coin
ments like the following are now commonplace: 

"In my opinion, unions aren't desirable for 
my kind of employee, but they may come if 
companies don't treat us right." (Chemical com
pany secretary) 

"Unions kill all incentive, they help create 
mediocre people. But at the same time they fur-. 
nish a much-needed bargaining power." (Elec
tronics company clerk) 

"Unions may be a necessary evil, despite the 
strikes and all. If companies recognized indi
vidual worth, unions would not be needed." 
(Electric utility telephone operator) 

White-collarblues 
Clerical workers indeed have become much less 
satisfied on most key employee relations issues 
in recent years (1966 to the present) than in past 
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to 1965). Exhibit I shows attitudeyears (1955 
comparisons for these two periods. The vertical 
line represents clerical employees' average favor-

able ratings of their company for the "ase period, 

1955 to 1965i the horizontal bars are average 

percentage increases or decreases in these same 

ratings since 1966. All three sections of Exhibit I 

(basic employment conditions, personnel prac-

tices, and communication) show substantial de-

clines for the recent five-year period and indi-

cate that some fundamental union arguments 
should have increasing receptivity among cler

ical workers. Por example: 
O The contention that unions can guarantee 

good pay, adequate benefits, and protection

job security. (Employee satisfaction with man
issues has declinedagement on each of these 

considerably.) 
The claim that unions offer protection from 

can assurearbitrary management decisions and 

fair treatment for organized workers. 
connection, note especially the declines 

ings for "Deals fairly with everyone," 
employees' interests into account," and 

policies consistently.") 

Note too that clerical employees feel 

(In this 
in rat
"Takes 

"Applies 

increas
ingly remote and shut off from management. 

Exhibit I. Corporateresponsiveness:comparativeratingson key employee 

relationsissues 
Average favorable ratings by clerical, mployees, 1955-1966 

Ratings since 1966 Ratings since 196& 
Above averageBelow average 

A. Basic employment conditions 
-7

Pay 
-16% '. 

Benefits 


Job security - 14%
 

" -6%Working conditions 

B. Personnel practices 

- '':i4'.Applies policies consistently to all employees -17% 


r r
Does something about problems and complaints -16% ,k "
.
 

Promotes environment where management
 
and employees can work together - 14%
 

-12% . i''i; ,
Deals fairly with everyone 

Takes employees' interests into account when making 
-9% 1important decisions affecting their work 

-6%Shows fairness in making promotions 
+2% 

Shows respect hot the individual 

+3%Provides chances of getting ahead 

C. Communication 

Lets employees say what they mean to higher-ups -17% 

Keeps employees informed in advance on changes affecting their work -10% 

Lets employees know what is going on in the company -4% 

+5% 
Shows willingness to listen to complaints 

Note: All figurC arc pefcisisuge points difference. 



EMPLOYEES' ORGANIZATIONS AND UNIONS 379
 

Communication has always been a problem; 

but, according to clerical employees, it has be-

come worse than ever in recent years. Many say 

they do not know what is going on, cannot get 

the ear of upper management, and are not even 
told- in advance about changes affecting their 

own work. In short, clerical employees are begin-
ning to feel like mere cogs in a great impersonal 
bureaucracy, and there is a growing tendency to 

see management as a nameless, faceless mask of 

authority and indifference, 

Depth of decline 

One could argue, of course, that not just clerical 

employees, but employees generally, are more 

critical of their companies today; everyone is 

more critical. Students riot, hardhats beat up 

hippies, and blacks protest and burn down build-

ings. It islust the times we live in. 
over time for otherComparisons of attitudes 

occupational groups-engineers, managers, and 

hourly enployces, for example-do, in fact, show 

some decline in favcabie ratings and some in-

crease in criticism. But the knowledge that other 

employees may also be more disturbed than be-

fore is not likely to appease clerical employees, 

It is small comfort for a man with a weak heart 

to be told that more Americans than ever before 

are having heart attacks. He wants something 

done about his heart problem. 
Moreover, the attitudes of clerical employees 

have declined more sharply than those of any 

foe which we have similar comparativegroup 

sloped
information. They have, for instance, 

down considerably more than those of the heav-

ily unionized blue-collar employees who have 

historically viewed management far less enthusi-
astically on a comparative basis. 

Exhibit 11 compares the favorable ratings by 
both of these groups for the same employee 
relations issues discussed earlier. Among blue-

collar employees the results are a standoff-up 
on some factors, down on others. The tangible 

factors (pay, benefits, and job security) show 

substantial declines in both groups. But on most 

of the intangible factors (personnel practices and 

communication), the ratings of clerical workers 

have declined much more drastically than those 

of blue-collar workers. In fact, on some of these 

same factors blue-collar ratings have actually 

improved. 
It is important to point out that I am talking 

about relative declines in favorable ratings. 'Jler-

ical employees currently have more favorable 

opinions of their employers and, oil balance, 
still express less criticism than do blue-collar 

workers. But the gap is closing, as Exhibit I1 

shows, and there are actually some issues where 

clerical attitudes are already less favorable than 

those of blue-collar employees. These include: 

0 Applying policies consistently. 
0 Letting employees speak up to higher au

thority. 
0 Telling employees what is going on in the 

company. 

Time for reform 

While the attitudes of clerical employees in the 

companies studied have moved, overall, in a 

more negative direction since 1966 than have 

the attitudes of hourly workers, this trend has 

not yet caused an en masse movement to unioni

zation. For most companies, there is still time 
to find out how much discontentto act-time 

exists among Cci ical employees and what their 

major problems ;ire. 
Of course, it is possibic that many companies 

will be lucky (we are presuming that most would 

prefer not to have their office employees union
ized) and will avoid unioli7ation of their cler

ical work force by ignoring the problem and do

ing business as usual. The traditional reluctance 

of office employees to join unions, for whatever 

reasons, may be a sufficient deterrent. 
However, teachers, nurses, and other middle

class groups have already begun to turn toward 
view of what is happening tounions, and, in 

employee attitudes, it would be a bad bet, I 

think, for companies to depend on the historical 

reluctance of clerical workers to sign up. 

Reversing the'trend 

There is no pat formula for resolving the prob

lems of clerical employees. Often, however, 

concerned upper management is prone to rely 

on individual supeivisors as instrumental fig

ures in successful resistance to unionization. 

It feels that as long as employees respect anti 

admire their supervisor, there is nothing to 

worry about. And if employees are dissatisfied, 

this is evidence that their immediate boss is not 

doing his job. 
Although the supervisor is important and 

decisions onsometimes crucial in employee 
whether to ilin a union, companies may be 

grossly misled if they think good supervision is 
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Exhibit II. Comparisonof clericaland blue-collarratings 
Average favorable ratings, 1955-1965Key 

Clerical employees Ratings since 1966 	 Ratings since 1966 

Above averageBelow averageBlue-collar w,,diers 

A. 	 Ba-ic employment conditions -17%/ 

Pay 

16%. 
Benefits 


job sectity -15
 

-6% 	 [.-

Working conditions 

B. Personnel practices 

-17 1Y, 
Applies policies consistently to all emplyces 


Does something about problems and complaints - 16% [-- I
 

- 14%,
Promotes enlvironment where management 

and employees can work together +4%
 

-	 S+41%,

Deals fairly with everyone 


Takes employees' inte'ests into account when making
 
important decisions affecting their work
 

Shows fairness in making promotions
 

+4/
Shows respect for the individual 

Provides chances of getting ahead 	 +8% 

C. Communication 

Lets employees say what they mean to higher-ups +
 

-10%[.
Keeps employees informed in advance 

on changes affecting their work
 

Lets employees know what is going on in the company 

Shows willingness to listen to complaints 	 +17 

diflemnec.Note: All figuics ate pLItccnlIwg poitivi 
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Exhibit III. Comparativeratingsof supervisor 

Avcrage favorable ratings by clerical employees, 1955-1965 

Ratings since 1966 Ratings since 1966 
Below average Above average 

Listens to what employees have to say - 10% 

+2%Ahle to explain what he wants 

Knows what to do when something goes w!ong +1%
 

Gives employees the information they need to do theiir job 0%
 

Encourages suggestions for improvement
 

Deals fairly with everyolie -% %
 

Gives credit for good work -1%L
 

Backs his people whoii he,thinks they arc right 1%
 

Knows his job. -2%
 

Lets employees know how they are doing -2%
 

Accessible and easy to see with problems or complaints -4%
 

Takes action on problem.or complaints -12% -:.Th'"':'
 

Note: All figures are pcrccntapg Vo'in s diference. 

a sufficient bulwark against discontent. In fact, 
our studies show 'that clerical employees nor-
mally do respect their supervisor. They tend to 
think he knows his job, treats them with respect, 
and communicates with them adequately on 
job-related matters. Furthermore, ts is shown in 
Exhibit III, the ratings that office e.nployees give 
their supervisor have, for the most part, stayed 
about the same during the periods we have been 
discussing (changes of one, two, or three per-
centage points are not really significant). It is 
the ratings of the companies overall and of their 
personnel practices that have gone down. 

Looking at the data, there are two evident ex-
ceptions to the general stability of supervisor 
ratings. In the more recent period, clerical em-
ployees: (a) rate their supervisor significantly 
less favorably on taking action on their com-
plaints or problems, and (b) late their supervisor 
more favorably on his willingness to listen to 
them. It seems that niany of these workers are 
trying to say that the boss is a nice, sympathetic 
guy, but he is really powerless to do mfich about 
their problems. It is the people upstairs who do 
not listen or act. This remark of a public utility 
lerk is typical: 

"Raises are few and far between, and every
one gets the same amount regardless of perfor
mance. It is very discouraging. It's not the boss's 
fault. He tries." 

More explicitly, criticism focuses on matters 
over which the company, not the supervisor, 
has most control-pay, benefits, job security, 
various personnel practices, and broad-gauged 
communications matters. Strong supervisors and 
good training programs for them, though neces
sary and laudable, are not by any means the sole 
answer or a problem panacea. Companies must 
look deeper-and elsewhere. 

Many clerical employees are working under
circumstances that differ little from factory con
ditions. For example, behind the marble facade 
and Doric columns of almost any bank or 
insurance company are huge, bullpen areas in
habited by regiments of clerks and paper-push
ers. The work itself is fragmented and often ex
perienced as dull and boring. It is small wondei 
that these clerical employees feel increasingly 
cut off and expendable. In effect, management's 
task is threefold: 

1. To make the work itself more challenging 

http:problem.or
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and interesting. In this respect, job enrichment 
in many instances seem particularlyprograms 

applicable to clericai employees. 
2. To become responsive to the underlying 

needs of clerical employees, i.e., the need to be 

heard by management, to count in the scheme 

of things, and to be treated fairly. 
3. To be responsive to complaints about tan-

gible matters-pay, benefits, working conditions 
to be in the par--whatever they may happen 

ticular situation. 

aAnd action catn pay off. We did a survey for 

machine company several years ago which re-

vealed intense dissatisfaction in many of these 

areas. Managenment then took strong and well-

organized steps to improve the situation, includ-
ing changes in the promotion system, direct ac-
cess to management, and involvement of em-
ployees in planning change. Interviews a year 

later showed remarkable improvements in em

ployee attitudes. For example, in the first sur

vey, less t-tan one theirfifth thought company 

was a gooe, place to work; in the second t!'rvey, 
two thirds held this opinion. 

Concludingnote 

It certainly seems likely that unless manage

ment begins to act now, clerical discontent will 
in the future. The attitude comparisonsincrease 


I cited indicate the pervasiveness of this trend.
 
By and large, management lost out to unions 

when the discontent of factory workers emerged 

in the 1930's. Will history repeat itself with 

office workers? We do not know. But we do 
know that this time individual companies will 
not have the excuse that there was no way they 
could see the threat coming. 
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Trade unions as a channel of 
employee involvement 

W.W. Daniel and Neil McIntosh 

The need for change and for employees to have a greater say in 

changes have led increasingly to the establishment for the trade 

union as the chief or sole channel of representing employees' views, 

ideas and interests to management. We have described how, given 

that a high degree of worker involvement in decision making is 

necessary to management at certain points in time and in certain 

contexts, then this requires a basis of continuous involvement. 

Moreover it is desirable that this involvement be manifested through 

a single channel to avoid a situation where management is faced 

with, on the one hand, a powerful body that can only obstruct and 

oppose and, on the other, a weak and ineffectual body incapable of 

fulfilling any creative, constructive purpose. 
Thus the employers concerned, once they had accepted that a 

higher level of participation in decision making by employees is 

desirable, have generally, where here has been some recognition of 

unions, moved inevitably to a situation where the trade union is the 

natural, the most effective and the. most desirable medium for 

workers' representation if their voices are to be heard. In addition to 

all the practical considerations quoted that made this desirable for 

management, there is a further point more often cited by trade 

unionists. Generally, only within the framework of the union and 

with the moral backing of a third party separate from the power 

structure of the enterprise, can the employee talk to management on 

anything approaching equal terms. If the only frame of reference is 

the workplace and its organization, then its hierarchy defines him as 

a subordinate, as someone inferior in responsibility, authority, status 

and value to the enterprise, and it is difficult to conceive of any 

practicable business organization where this is not the case. But this 

Reprinted by permission from W.W. Daniel and Neil McIntosh, 1he 

Right to Manage?(London: Macdonald, 1972), 111-138. 
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locates the employee in a position of depcndence, dependent upon 

the good-will, discretion and patronage of his superiors in a whole 

range of areas affecting his job and career. Such a context, leaving 

aside complaints, grievances and conflicts of interest, is not 

conducive to an atmosphere in which ideas and criticisms that 

implicitly challenge superiors can be freely expressed. Thus there is a 

danger in many organizations that managers, who believe they get a 

picture of what employees think at all levels of the hierarchy,true 
will find themselves in a similar position to that of the commanding 

officer who believes that all his troops are quite happy with their 

food when, on inspecting the canteen, he gets no response to his 

question 'Any complaints, lads?' with the sergeant-major glowering 

threateningly at his side. 
Thus within a hierarchical organization it seems more likely that 

the voice of those at the bottom of the hierarchy will be more freely 

expressed and more effectively heard when backed both by a 

framework independent of the power, status and reward system of 

the organization, and ultimately by their collective strength to 
they cannot have within the formalcompensate for the power 

hierarchy. It is for this reason that trade unionists argue that union 

membership is essential to the dignity of the worker, because it is 

the union that stands for the essential human value and rights of the 

member, independent of the role and status that is ascribed him 

within the particular organization. With the best will in the world 

even the best-intentioned management cannot ensure that all 

members have an equal position when, within a by definition 

hierarchical context, At attaches different levels of status, power and 

rewards to different levels. 
We outlined in our introduction to this section the way in which 

some enterprises manage to achieve a relatively open organization, 
and create an organizational climate where those at all levels have 

both the opportunity and the encouragement to express their ideas, 

views and criticisms without union support..But we also pointed out 

that these companies were unusual in the dedication of top 

management and training of middle management to this goal; 

unusual also in their circumstances and structural characteristics and 

unusual in the composition of their workforce. T-is located them at 

one end of the spectrum we defined. For historical and institutional 

reasons the bulk of enterprises in the middle of Ithe spectrum could 
if they thought it desirable. Butnot replicate these systems even 
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many employers and managers among this mainstream group have 
been reluctant to cast unions in the role that we have gradually been 
developing for them. They have been reluctant to do so for two 
main reasons. They resent the intrusion of what they consider to be 
a third party, the union, intervening between them and their 
employees, introducing and exacerbating conflict within the enter
prise, and infringing management's right to manage. They thus see an 
extension of negotiation rights and joint regulation as an extension 
of conflict, a further obstacle to change and a reduction in 

managerial control. In fact, as we have already described and as we 
shall see further towards the end of this chapter, accepting this role 
for unions can facilitate and accelerate change and can give 
management more effective control because it is shared. 

Meanwhile it is worth considering a little further these two 
managerial reservations concerning an extension of the sphere of 
joint regulation. First the appeal to 'management's right to manage' 

can hardly be considered as very much tm:e than a slogan. If what is 
claimed by this is that managers are the trustees of shareholders, 
whose ownership of the business gives them the right to decide quite 
unilaterally, through their managers, everything that happens in that 
business, then the claim is as invalid in principle as it is counter
productive in practice. Property rights furnish the owner with rights 
over property not over people. Any right that managers have to 
manage must in a free .ociety depend on the consent of the 
mahaged. That consent may be freely given in return for financial 
payments alone; in recognition of management's competence, 
professional and technical expertise; in deference to management's 
ability to deliver sustained success and to ensure that all groups of 
employees receive an equitable share of that success; or in response 
to clear evidence that the ideas, views and interests of employees are 
taken into account. But equally that consent can be removed if the 
financial payments are seen not to be equitable, if management is 
seen to be incompetent, lacking in professional and technical 
expertise, or pursuing policies that employees consider - whether 
reasonably or not - to be opposed to their interests. The removal of 
consent may take the form of quitting or of collectively challenging 
management's right to unilateral decision making. It is becoming 
clear that as a result of the social changes which we have identified 
throughout our report - a better educated, more questioning and 
demanding workforce; powerful national and international move
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ments among those in subordinate positions in all sectors of society 

for more influence and power; a breakdown of respect for authority 
based solely upon position; and the increasingly strong bargaining 

position of organized labour in relation to capital intensive and large, 

highly interdependent, industrial complexes - as a result of all these 

trends management will increasingly have to earn and win the 

consent of employees to be managed rather than claiming it as of 

right. As the Director-General of the CBI has expressed it: 

Managers do not - if they ever had - have a divine right to manage. 

There is no automatic prerogative to make decisions and expect 
them to be carried out. The process of decision making will have to 

be more and more justified and demonstrated to be right in order to 

command the respect not only of the people working in the 

company but the community as a whole. (W.C. Adamson, 1970) 

In practice this means that managers in that sector which we have 

identified as being our main interest who want to retain or recover 

control will have to learn to share it. At the same time we hardly 
need add that there are instances where this does not have the same 
urgency if the rewards and satisfactions furnished by the organiza
tion are quite consistent with what employees seek from their work. 

It is, of course, natural that management, like any other group or 

individual, should want to retain the greatest freedom of action. 

Management's need to win the consent of a particular group before 

it can implement a certain policy may prove nearly as frustrating and 
toirritating to the manager as the complete lack of freedom 

influence his pace, content or method of work may prove to the 

operator. But the freedom of management, again like that of any 
other group or individual, to swing its fist stops very emphatically 

oftenwhere somebody else's nose begins. It is clear that there are 
between the interests of employers and employees.conflicts 

Managers have the interests of consumers, suppliers, the local and 
general community and shareholders, to take into account as well as 

the interests of different groups of employers. It is hardly 

conceivable that all the interests of all these groups will coincide all 

the time. 
At the most obvious level the change required to increase 

productivity and profitability, new methods, new plant, 

reorganization and rationalization, may make many hard-won, 
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valued and prestigious skills quite obsolete, apart from creating 
redundancy of both jobs and skills. And apart fror any real losses in 
skill, status, job satisfaction and security brought about by change, 
the idea may be threatening in itself. For those who are concerned 
with designing, planning, directing and implementing change, it may 
well be exciting, challenging, demanding and rewarding. But for 
those who are planned, directed and managed, change itself may 
represent a certain disutility in its own right, whether or not they 
experience any real losses in their jobs after the c-hange has been 
implemented and is operating. They are the objects, rather than the 
initiators of change, and for them it means insecurity and uncer
tainty, something imposed on them, over which they have no 
control. 

Thus conflicts of interest are inherent to hierarchical business 
organizations which have multiple interests to serve and have to 
adapt and change. It follows from this that union representation of 
employees' interests does not introduce conflict into organizations. 
Rather it reflects the conflict that already exists, institutionalizes it, 
and provides a medium through which the interests of those at the 
bottom of the hierarchy can be represented and the conflicts of 
interest between them and the other parties can be resolved through 
negotiation which, as we have tried to demonstrate, involves not 
only compromise and horsetrading, but also the seeking of alter
native solutions that serve the interest of all parties. 

Indeed once employers recognize that they have responsibilties 
towards employees and their interests, it is difficult to maintain that 
it is they rather than directly accountable representatives who 
should be the sole arbiters of what is good for employees and what 
employees' interests are. Similarly it would be somewhat incon
sistent to accept that employees should have a say in critical 
decisions that affect them directly, but that management should 
always decide whether what they say is practicable, useful or 
desirable and their voice should never be backed by the power or 
strength which union representation gives. 

Thus the extension of joint regulation of the type we have 
described in the kinds of situation with which we are primarily 
concerned may appear to impose additional constraints on mana
gerial discretion, and may in fact do so; but also, as we shall further 
illustrate it can equally enable management to make the types of 
change that would otherwise be difficult if not impossible. The 
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extension of union influence in these circumstances reflects rather 

than increases conflict and may well enhance rather than mar 

employee morale for workers gain a more effective channel through 

which their ideas and interests can be represented and seen to be 

represented. (Bain, 1967) 
Of course, while it is important to recognize that in many 

aresituations the interests and ideas of employers and employees 

often in conflict, and this conflict should properly and usefully be 
large area of commoninstitutionalized, there is usually also a 

interests. This is widely recognized by trade unionists, who generally 

see quite clearly a large area of common interests and are quite able 

to differentiate between areas of conflicting and common interests. 

For instance, in our study of productivity agreements, we found that 

full-time union officers tended to spend more time in supporting and 

agreeing with management in the face of opposition to rank and file 

shop-floor workers and shop stewards, than they did in opposition 

to management. Thus the 'outsiders', the 'third party' whose 

intrusion we suggested management resented and sought to avoid, 

were more often in accord with management than was management 

in accord with its own employees. Again, in the case studies 

reported, we described how the operators could quite happily 

sustain contradictory images of their relationship with management, 

the one being characterized by feelings of 'teamwork', the other by 

feelings of conflict, with the images becoming salient depending on 

context. 
But all too often both managers and social commentators find it 

and tradedifficult to sustain the simple idea that employees 

unionists can recognize and serve both common and conflicting 

interests in parallel or even simultaneously. They demand complete 

loyalty and when total loyalty is not forthcoming assume absolute 

disloyalty and opposition. 
Thus management tends to see shop stewards only in an 

opposition role when there is trouble. When there is overt and 

mutually recognized conflict, the function stewards are allocated is 

to oppose and drive as hard a bargain as possible for their members. 

Management then tends to assume that their stance in this context 
outlook and that stewards are interestedrepresents their general 

only in opposing, obstructing and challenging, and in conflict with 

management on every issue and topic. (We noted how managers tend 

to get a similarly distorted view of what interests people in their jobs 
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through talking to them in only one set of contexts.) However, as 

emerged time and time again in the cases to which we referred in the 
last chapter where management had extended the area of joint 
t,-gulation, had increased the range of issues and topics discussed 
with stewards to include the less contentious ones - as in the 

integrated works' councils - they found that relationships with 

stewards improved perceptibly and became more constructive. Thus 
the extension of joint regulation, rather than introducing conflict 
into areas where previously there had been harmony, brought about 
a markedly more balanced and reciprocal relationship between 
management and stewards. 

This is exactly what might be predicted from the information 
that is available on the attitudes of shop stewards, which indicates 

that they see both a large area of common interests, and a large part 
of their role as helping management to serve common interests. For 

instance, in the survey of shop stewards carried out by the Social 
Survey for Donovan, when respondents were asked to what extent 

they thought that they as shop stewards helped management to solve 

its problems and run the firm more efficiently, 68 per cent said 
'quite a lot' and only 6 per cent thought they were not helping 

management at all. Particularly interesting was the way the survey 

demonstrated that the wider the range and the greater the number of 

issues upon which they negotiated, the more likely stewards were to 
think they helped management to solve its problems and run the 

firm more efficiently, thus confirming the idea that the extension of 

joint regulation improves relationships with stewards. Moreover 15 
per cent, in response to an open-ended question*, spontaneously 
mentioned helping management and/or the job to run more 

smoothly as the most, or among the most, satisfying aspects of their 
job as stewards compared with 18 per cent who saw the process of 
negotiation and winning concessions from management as the chief 
source of satisfaction. The report on that survey concludes that shop 

* Stewards who expressed satisfaction with their jobs (81 per cent) were 
asked, 'In what ways?' Answers to this type of open-ended question show 
the relative importance or salience of different i.ems rather than the exact 
proportion who subscribe to a particulu point of view. Thus the importance 
of the 15 per cent in this context lies in its relationship to the frequency 
wit' which other items were mentioned, and indeed, the fact that it was the 
thitd most frequently mentioned item. 
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stewards generally act more as a lubricant in labour relations than as 
the irritant they are so often seen to be. (Government Social Survey, 
1968) 

Similarly, a survey of trade-union activists and trade-union 
members has shown that the trade-union activists identify more 

closely with the aims of the employer and axe more involved in their 

jobs than the ordinary union members. -Thus, in this case, the 

distinction between trade-union activists and others was not one 

between loyalists and disloyalists, or between supporters and 
opponents of the firm or between, on the other hand, 'conscious
ness' and false 'consciousness' in Marxian terms. It was more the 
distinction between people who become active and involved, and 

who identify with the organizations to which they belong, as 
opposed to the passive and the apathetic. The fact that the aims and 
interests of the two organizations to which they belong sometimes 
conflict they are able to sustain as readily as they can remain both 
good fathers and good employees despite the fact that their roles of 

father and employee may sometimes conflict. 
Thus in one case we looked at, which involved the introduction 

of work measurement and job evaluation, six shop-floor repre

sentatives, one from each of the main shops involved, were 
nominated to monitor and participate in the evaluation and 

measurement carried out by the consultants employed by the firm. 
When the programme was complete their experience as operators 
and members of the work-measurement group made them particu
larly well qtalified to work as job assessors. All of them accepted. 
On the assessment of both the convenor and management they had 
all been good shop-floor representatives and had become good 
assessors. Similarly, nearly half of the Social Survey's shop stewards 
expressed an interest in promotion to some kind (if management 
position. Now, adopting a crude conflict model of the relationship 
between management and labour, assuming that they are on 
opposite and irreconcilable sides, it is easy to represent this as 
cynical self-seeking as illustrated by the ditty 'The working class can 
kiss my arse, I've got the foreman's job at last.' In fact it illustrates 
something quite different. It illustrates how stewards as well as 
employees recognize common interests as well as conflicts of 
interests and how they can simultaneously sustain different and 
apparently conflicting roles and loyalties . o 
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0 0 0 

We have already mentioned the growth of joint shop-stewards' 
committees. We welcome this development as long as the unions 
themselves recognize its advantages and give forri.al recognition. 
Generally, however, while we have advocated particular ends, we do 
not feel we can encourage i;pecific methods of reaching those ends. 
The means will depend on the number of shop stewards who have 
had training, the ratio of officials to members, the number of unions 
in a plant, the amount of autonomy lay representatives have had in 
the past and other variables. In certain plants it is certainly feasible 
to encourage the workforce to participate in involvement exercises 
now, but in others, considerable work in training, education and 
breaking down suspicion between trades is needed. In addition, all 
the unions will have to look to their rule books, which may need to 
be much more flexible if changes in branch organization and 
workplace autonomy are to be realized. 

http:forri.al
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Application to health, social welfare, and family planning 
In many places in Europe and North America health and social welfare 

workers are already unionized. In many other places the conditions for union

ization seem to exist, and unions are being discussed by the employees. In 

many developing countries, white-collar unionization is growing slowly and 

promises to engulf health and social welfare employment. Family planning, 

as a special sub-field of health and welfare employment, is not exempt. 

Pakistan (among other countries) now has a union of family planning workers. 

Certainly the conditions described by Alfred Vogel in the second reading, 

above, are rampant among health, welfare, and family planning employees in 

both developing and industrialized countries. It is almost certain that the 

employees think about and discuss the possibility of unionization frequently. 

Personnel managers should not be blind to this fact. The recommendations 
and conclusions stated above concerning the factors which make white-collar 

unions unnecessary can be used as a prescription for improved personnel 

management which will avert unionization, if this is desired. 

Questions for discussion and exercises 
or family1. Interview ten persons employed by a health, social welfare, 

planning organization-which does not have a union-concerning unionization. 

Has anyone tried to form a union in their organization? Do they oppose or 

favor unionization? What grievances do ihey have which they think unioni

zation might correct? What do they think of the leadership for a white-collar 

union? What is the employer doing to combat unionization? 

2. Interview ten persons who do belong to a white-collar union. What do 

they think of the union? What is the relationship between the employer and 

the union? What are the major grievances which seem to have brought the 

union into existence? Did unionization improve the situation with respect to 

these grievances? 

3. Interview a personnel manager in an organization which employs many 

white-collar workers but has no union and another personnel manager in an 

organization which has a white-collar union. What do they think of the union? 

How does the union affect their work? What are they doing to combat or 

to accommodate unionism? In the light of these conversations, how practical 

do you think the article by Daniel and McIntosh (the third article) really is? 

Do you think these personnel managers would ever accept the viewpoint of 

these authors? 

4. Interview the shop steward for a white-collar union and also one of the 

supervisors to whom he takes grievances. How well do they get along? What 

grievances do they settle? How often do such grievances arise? What grievances 

are not settled and must be taken to higher levels? How is this done? Do they 

think the union helps or hinders in the handling of such grievances? 
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5. Interview both union and management officials about the last collective 
bargaining meetings for the most recent white-collar union contract signed. 

What were the issues at the start of the bargaining? How much of its demands 

did the union get? What arguments did each side use? How willing to strike 

were the employees? 

6. In many countries it is illegal for public employees and certain categor

ies of white-collar employees to strike. Do you think this is right or wrong? 

Can white-collar workers have an effective union without the right to strike? 

If striking is forbidden, what obligation must the government have for settling 

union-management disputes? 



Chapter Sixteen 

EVALUATION OF THE QUALITY OF
 
PERSONNEL MANAGEMENT-


Just as the personnel manager evaluates the performance of each employee 
in comparison with job specifications, so the personnel manager and his de
partment must also be evaluated. This is a le's difficult and formidable task 
than it might at first appear. As the precedig chapters have made clear, the 
tasks, the policies, and the special projects which a good personnel manager 
should perform are clearly definable. As a result a number of indices, based on 
the activities of the personnel office, can easily be constructed from the re
cords. The executive officers of the organization should require the personnel 
office to turn over to the research and evaluation department the raw mater
ials needed to compute these indices on a regular schedule, and the evaluation 
department should compute them. A designated senior administrative officer 
should interpret these measures while reviewing the work of the personnel 
department. An external consultant should participate in this activity at least 
once every two or three years. 

The two articles reprinted here offer useful guidelines and suggestions for 
making this evaluation. Additional suggestions may be discovered by re-reading 
Chapter 11, Employee Evaluation, and applying the materials to the job of 
personnel manager. Moreover, each chapter of this book has described in 
detail the activities of a good personnel manager. Those items which are rele
vant should be itemized and the officer rated in terms of whether or not he 
has performed each one, and how effective his performance has been. 

The performance of the personnel officer may be judged in comparison 
with personnel officers in other similar organizations and also in comparison 
with his performance in previous years. 

394 
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Methods and Standards for 

Evaluating the Personnel Function 

JOHN P. 

T HF TITLE suggests three different factors-

methods and standards, evaluation, and 
the personnel function. To begin, we have to 
look at each independently to determine if they 
can be put together. Perhaps the factors should 
be reversed. 

First-What is the function or purpose 
of the personnel segment of the 
organization ? 

Second-Do we need to examine and 
evaluate personnel programs or do 
we accept them on faith-and 
why? 

Third-If we do have a personnel audit-
what methods and standards are 
appropriate for our measurement 
or rating process? 

We should make some assumptions before 
going further, namely in our personnel activi-
ties, we are more interested in the future than 
the present; we are interested in personnel ac-
tivities that will assist our company's manage-
inent to attain their selected goals and objec-
tives; and personnel activities mean planning, 
direction and cont'rol of all employee relations 
programs such as employment, training, wage 
and salary, benefits, etc. 

PersonnelFunction 
Recently, the National Industrial Confer-

ence Board surveyed 200 personnel executives 
and asked them to rank the objectives of their 

STAYTON 

function. The majority selected "Contribute to 

the profitability of the company" as number 
one. 

How does personnel do this? It is not simple 
to give tangible and specific ways in which our 
function can increase sales or reduce costs. 
Further discussion boiled this definition down 
to-"It is the job of personnel to obtain, retain, 
train, develop and motivate the best people for 
the corporation." 

Your rtaction, of course, is that employ
ment, developrient and motivation have always 
been our concern. True, we have been concerned 
with people, but perhaps we have tried to moti
vate them with picnics, Christmas parties, "go
ing rates" and benefit programs. A p, rsonnel 
function needs to be positive and progressive, 
concerned with the problems of today and, more 
important, of tomorrow. It is disappointing to 
read so much personnel literature which talks 
about refinement of yesterday's techniques. Criti
cal self-analysis of techniques is permissible to 
a point, but it makes the personnel man a tech
nician rather than a member of the manage
ment team. 

Management now has accepted the per
sonnel function in general. The personnel man
ager, with persistence, has introduced arl re
fined techniques in hiring and job evaluation, 
and also shown that human relations has a 
place in business. But might we today be ex
pected to only administer these programs; so 

Reprinted by permission from PersonnelJournal,Vol. 43, No. 7(July, 1964), 377-80. 
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much so that the personnel manager is often 
not consulted as a manager might be in opera-
tions research, marginal costing and one that 
really "smarts," organizational planning? 

Organizational Planning is really organiz-
ing people for manpower utilization. Man-
power planning for the future also fits into this. 
But personnel was not an innovator in this 
function nor is it a full participant many times. 
Our charge for tomorrow is to understand and 
apply the means to find, develop and tidlize 
the best human resources for our corporations. 
Our employees today are "sophisticated citi-
zens," not just employees. Their knowledge and 
skills are very broad. Their needs and desires 
are most human. They are concerned with such 
things as organizational relationships, function-
al frustrations, ov'erlapping responsibility, and 
they are outspoken about their needs for un-
derstanding and communication. 

Moreover, when we can help prepare man-
agement for the utilization of its most impor-
tant resource, then we have truly met our ob-
jectives and we are management innovators and 
not just manager administrators. The Person-
nel Manager today needs to orient himself and 
his programs to improve the profitability of the 
company. Involvement in the operations of the 
organization must be total. Labs, offices and 
production lines are staffed with human beings 
-human beings that have problems of super-
vision, with supervisors and with themselves, 
There are professional employees who are capa-
ble specialists but need development as mana-
gers and in dealing across functional lines. It 
is necessary that all these individuals be a part 
of the corporate enterprise. A catalytic force 
must be used to bring each component group in-
to the framework of the whole. If personnel is 
truly management, it must perform this func-
tion for management. 

The true function of personnel today and 
tomorrow is to help managers manage and to 
provide the environment for individual de-
velopment and growth. In other words, our 
concern is manpower management and motiva-
tion. 

PersonnelEvaluation 
Why evaluate the personnel: function? You 

may feel that your staff is performing its best 
right now. Many companies have never for
mally evaluated their personnel policies and 
programs. In 1954, Dale Yoder made a study of 
internal personnel department activities. Of 13 
different activities reported by various firms, 
the evaluation program was the least common. 
Though improved, this area is still not given 
the necessary consideration, and many firms in
sist that such an appraisal implies a lack or faith 
on the part of top management. 

As we know, this viewpoint cannot be justi
fled today. Auditing business operations does 
not imply any suspicions of misrepresentation 
or malpractice. Audits are taken so that steps 
can then be taken to improve in areas that de
serve attention and support. Personnel his .ar
gued that employee relations and objective 

measurement are not compatible. However, per. 
sonnel is not the only department that deals 
with intangibles. And if intangible efforts are 
significant, they will be observed sooner or later 
in action and behavior. 

Actually, managerial audit programs were 
developed before some of us were even in per
sonnel. Management audits in the beginning 
were directly related to such personnel factors 
as employment stability, absenteeism, labor turn.. 
over, nature of grievances, etc. How else can 
we find out how adequate, and how effective 
we are unless we have standards of practice and 
continually evaluate them? If management has 
accepted internal and external audit programs 
as a necessary part of its operations, and per
sonnel feels that it is a part of management, 
what reason do we have to be exempt from any 
appraisal or review of our efforts? 

There is now a real interest developing in 
measuring the effectiveness of personnel activi

ties, for two primary reasons. One is that many 
personnel departments realize they cannot be 
accepted on faith and they seek to justify their 
existence. Another, and perhaps more impor. 
tant, is that. management is becoming increas
ingly aware of and interested in the contribu
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ti,in of the personnel function. Some other rea-
sons for the current interest in personnel evalu-
ation: 

:.Personnel costs are increasing. Manage. 
ment is spending a lot of money for 
manpower management and motiva-
tion. Fringes may be ioto 15% of the 
payroll. In the pharmaceutical indus-
try. about 30% of the sales revenue dol. 
lar is spent on wages, salaries, benefits 
and fringes. Management wants to see 
returns on the investment. 

2. 	 Personnel has always been engaged in 
selling management on various pro-
grams. Evaluations help by showing 
evidence of results of established pro-
grams. 

3. 	Many progressive personnel executives 
have been successful in making their 
function an integral part of the company 
operation. In doing this, they have used 
evaluations to appraise their staffs, de-
velop the necessary internal orginiza-
tion of the staff and control the dirc-.tion 
of the staffs toward established organi-
zational objectives. 

The evaluation itself usually appraises three 
aspects of manpower management and motiva- 
tion: 

i. 	Policies-In evaluating policy, we should 
think not only of the adequacy of these 
policies, but also if they have been 
adopted, used, communicated, and if 
they can be interpreted, 

2. 	 Programsand Practices-This is the at-
tempt to make our policies effective, 
There is a continual need to measure 
their implementation and effectiveness, 

3. Positive Results-This is most impor-
tant. Assuming that our policies are cor-
rect, results will tell us how good our 
practices are. 

Process of Evaluation 

T. Col'ect information from records. 
2. 	 Analyze data that is pertinent, valuable, 

interpretative. 

3. 	Prepare conclusion of findings-measure 
facts vs. objectives. 

4. 	Summary of recommendations-propose 
action programs and implement them. 

Methods and Standards 
There are many penetrating questions that 

are important in evaluating policies, practices 
and results. After looking at objectives and 
goals, it is best to determine these, depending 
upxon your particular situation. Answers to 
these questions .af" seldom be yes or no. Some 

results can be measured in quantitative terms 
such as turnover, absenteeism, accidents, griev
ances, etc. Other factors are best rated such as
orientation, job evaluation, mediral care, morale. 

If 	you consider your major objectives to be 
in the area of manpower-management and mo
tivation, then your recommendations will be de
signed to meet criteria in two areas. (i) To 
have a more sophisticated understanding of peo
pie and how they react in the organizational 
Yetting. This means work, study and research. 
(2) We need talented, capable 'people in per
s0n nel who have new ideas -nd are able to 
implement them for increased organization ef
fectiveness. 

As you know, R & D functions want crea
tive professional individuals. A business organ
ization needs a creative personnel manager. It 
is up to us to show that this need exists so that 
we will be wanted just as much as the Ph.D. 
scientist. If personnel managers are to work 
with top management, then they must think 
like top management. We must search into our 
souls for those big thoughts and project our
selves into the management team. If we are 
going to do this, we had better prepare ourselves 
to help management become more "people
oriented." And we had best start doing some 
research to find out what the real facts of moti
vation are, in the area of achievement, recogni
tion, responsibility and advancement, rather than 
pay, benefits, etc. 
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Evaluation of Personnel Operations
 

ALBERT H. ARONSON 

T HE process of evaluation of an 
operation, like the process of 

supervisory evaluation of individual 
employee performance, goes on 
whether it is formalized or not, and 
even whether it is recognized or not. 

Focusing attention on this process 
involves the examination of assump-By 
tions or explicit values against which 
we evaluate operations, as well as 
identification of functions and their 
objectives. For example, employee 
job satisfaction may be a desideratum 
and be thought of as a good in itself, 
On the other hand it may be regarded 
only as a means of attaining effi-
ciency, on the assumption of a rela-
tionship between employee satisfac-
tion and performance. If the second 
rather than the first view is accepted, 

Albert I1. Aronson is Chief, Division of 
State Merit Systems, U. S. Department
of Health, Education, and Welfare. 
This division provides technical advisory 
services to states on personnel adminis-
tration for the employ,nent security, 
public health, public assistance and re
lated programs of Federal grants to 
states. As Directorof Personnel, Social 
Security Board, he pioneeredthe estab-
lishment of its personnel program. He 
served as a colonel in the Army and was 
Chief of Manpower Supply and Altoa-
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the use of an index of employee job 
satisfaction, as a standard against 
which operations are assessed, is sub. 
ject to question if the relationship be. 
tween satisfaction and performance is 
challenged. 

Whom and When 
One question with respect to the 

evaluation of personnel operations is 
by whom the evaluation should be 
made. Should this be done by gen. 
eral management in the administrative 
line, or by organization and methods 
specialists in the company or agency? 
Should outside personnel consultants 
be called in on contract, or should a 
management firm of generalists be 
used? Should there be a process of 
personnel introspection or self-ap. 
apraisal by the personnel office itself? 
Is it desirable to use employee reac. 
tion to the personnel program in an 
attitude survey or by other means? 

veo r y ot eansthese 
These various types of evaluations 
have their uses in different situations. 

In any event, I believe that it is the 
responsibility of those in the person.
nel field to develop criteria or stand

ards of organizational performance 
that would be accepted by manage. 

ment and other interested groups as 
well as by those in the field. 

Should personnel evaluations be 
continuous or periodic? Certainly 

Reprinted by permission from PersonnelAdministration, Volume 21, No. 3 (May-
June, 1958), 28-34. 
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there is a need for continuing compi-
lation of statistical data which can 
show trends and provide bases for 
evaluations. Surveys on a properly 
timed periodic basis can take into ac-
count these data and also review as-
pects which do not lend themselves to 
statistical measurement. 

Evaluation of Total Operation 
One approach to the problem of 

evaluation is the attempt to evaluate 
a total operation. This may be by 
appraising it as a composite or by 
using a single criterion of effective-
ness. Thus a business operation may 
be evaluated by whether it produces 
a profit. This, of course, assumes that 
it is the efficiency of the business oper-
ation rather than general economic 
conditions that determine whether it 
operates at a profit. For example, if 
two cigarette factories operate at dif-
ferent levels of profit, can it be con-
cluded that one is more efficiently run 
than the other? Is this true if one 
company has traditionally had a filter 
and in a given year benefits by pub
lie reaction to cancer research? Is it 
true if the difference is not in produc-
tion methods but in the success of a 
television comedian on a program ad-vertising the product?

Assuming that we can judge a total 
business in this way, without differ-
entiating between production and 
markting, canete jruden ap-marketing, can the judgment be ap-
plied to personnel management? Even 
ifpersornel costs constituted the ma-
jor item of expense, would anyone 
contend that the more profitable of 
tivo comparable enterprises could be 
said to have better personnel o-era-
tions? Obviously, efficient manage-
ment may be due to good selection 
and supervision and resultant produc-
tivity; it may relate to factors such as 

new machines, or a high volume of 
sales reducing overhead costs. 

At any rate, within the field of per
sonnel management there is no simple 
criterion of organizational perform
ance comparable to the profit yard
stick. It is possible, of course, to ar
rive at an over-all impression as to 
whether a program is attaining its ob
jectives, but a single objective such as 
that personnel administration should 
contribute to the more effective oper
ation of the organization becomes 
meaningless as a useful yardstick. 
Hence, evaluation, to be a useful ad
ministrative tool, needs to be related 
to specific functions and objectives. 
The problem of evaluation is not one 
that can be solved by some simple de
vice. Research and the development 
of scales or measures relating to par
ticular activities can build up a pool 
of useful information with respect to 
significant activities. Whether it is 
possible ever to arrive at a useful 
weighted single index of total effec
tiveness is debatable. 

Check Lists and Inventories 
Another approach is that a using a 
Ahe r apro is thaforusne 

check list to determine performanceof personnel activities which are be
lieved to be desirable. The check 
list does have usefulness where there 
is agreement that certain activities are 
of value, and it raises the questionwhteteyaebigpromd 

whether they are being per ormed. 
Thus, in evaluating recruitment, one 
may have a check list of applicant 
sources and public relations media to 
determine how many of these are 
used. Obviously this is not a substi
tute for determination as to which 
media are most successful for a par
ticular type of occupational recruit
ment. Again, a check list may ask 
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whether the organization has incentive 
awards. There is an assumption here 
that this fact is significant, without 
determining how well the system 
functions. A second step may involve 
determining the relative number of. 
awards made as an index of perform-
ance. This of course dodges the ques-
tion as to whether the system actually 
is working in such fashion that em-
ployees who are reg .rded by their 
peers as deserving are the ones recog-
nized, rather than those who are close 
to the administrative throne or who 
have aggressive supervisors. One can, 
of course, devise to accompany a 
check list a scale of judgments as to 
individual activities, on which quality 
would be rated by obseivers. 

The inventory, which I egard as 
related to the check list, is exempli-
fled in excellent fashion by the United 
States Civil Service Commission's bul-
letin, "Evaluating Your Personnel 
Management." This identifies pro-
gram elements in each of ten broad 
functions and suggests "keys for eval-
uation" and "procedures for evalua-
tion." The keys are essentially ques-
tions that are posed, primarily as to 
whether the program element is pres-
ent. The procedures suggest methods 
and sources for securing information 
as to the presence or absence of the 
program element. Some of the keys 
and procedures for evaluation go fur-
ther in an attempt to determine quality 

asof performance. Such terms ade-
quate, proper, and effective are used. 

Sources of information are then sug-
gested to provimi a factual basis for 
determining adequacy, propriety and 
effectiveness, without attempting to 
develop objective indices. This ap-
proach has value only when applied 
by highly competent observers. 

The method is further refined in the 
new Air Force "Guide to the Evalua. 
tion of Civilian Personnel Manage. 
ment Activities." This attempts to set 
standards related to the key questions 
and to the suggested procedures for 
evaluation. The standards define ade. 
quacy of performance in nonquanti
tative terms. The Air Force release 
also has a number of check lists which 
are used in determining compliance 
with approved Federal personnel reg
ulations and procedures. The Civil 
Service Commission has comparable 
compliance methods. Neither the 
standards nor the check lists are de
signed to yield comparative statistical 
data. 

Toward Objective Criteria 

A different approach is to get ob
jective criteria of performance with 
relation to specific functions. These 
criteria would either be validated 
scientifically or accepted as significant 
by informed analysts. 

I believe that scientific progress is 
to be made by the careful analysis of 
activities and goals and the determi
nation of objective criteria that can be 
used with respect to these activities. 
This calls for a list of significant func
tions and the development of meas
ures for each, including cost. Dale 
Yoder in his text, Personnel Manage
ment and Industrial Relations, has a 
discussion of "Auditing Manpower 
Management" and a list of yardsticks 
of performance in industrial relations 
which are of major interest in this con
nection.' In relation to each of thirteen 
functions or activities he cites scales 
or measures which are objective or ap
proach objectivity. Some examples 
are: 

1Published by Prentice-Hall, New York, 
1952. See page 815. 
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Function or Activtty Scales or Measure. 

2. Staffing Selection ratios 
Turnover rates (Crude, 

refined) 

3. Training 'rime to standard 

Apprentice ratios 

Comparable costs 


5. Personnel Rating 'Distributions of ratings 
Comparable costs 

Srjudgments9. Health and Safety Illness rates
• Accident frequency 

ratesrates 
Accident severity rates 
Workmaen's Compensa-

tion rates 
Comparable costs 

I0. Wage and Salary Inter-firm comparisons 
Administration Wage differentials 

Comparable costs 

The Employee Relations Index de-
veloped by the General Electric Corn-
pany is a pioneering attempt to arrive 
at a single objective yardstick of em-
ployee- relations. It is designed to 
measure the extent to which groups of 

ac-employees accept and perform in 
cordance with company policies and 
objectives. Hence, it takes into ac-
count not only the work of the er-
ployee relations staff but the total 
impact of operations, policies and con-

index is intended toditions. The 
signify a search for weaknesses or 
good practices in manpower manage
ment and permit comparison among 
plants and various work groups. 

Out of 33 proposed indicators on 
which exploratory research was done, 
eight were selected to be combined 
into a single index. The eight are 

periods of absence, separations (all 
types) initial visis to dispensary for 

occupational reasons, suggestions sub-
mitted through the suggestion sys-

tern, actions incurring disciplinary sus-

pension, grievances submitted through 
the formal procedure, work stoppages 
and participation in the insurance 
plan. The ERI correlates positively 
with, but measures something differ
ent from, other measures of effective
ness such as profitability, productivity,
and some performance records such 

as amount of scrappage. It was also 
cross validated against management 

of work groups as a criterion.2 

The company recognizes that the 
current index has many limitations 
and probleras in application. It does, 
however, represent a significant de
velopment in setting forth a hypothe

sis that can be tested by further re
search and application.

The Office of Civilian Personnel of 

the Department of the Army has de
veloped an evaluation system using 
program reports, periodic surveys, 
and self-analysis by local Army instal
lations. As part of the plan, some 16 
factors are measured and compared 
with previous performance in the in
stallation and in the Army. Some 
nine other factors in an unmeasured 
group are also evaluated and action 
projects are called for with respect to 
the factors in both the measured and 
unmeasured groups.' 

Merit System Reviews 

As an example of another effort to 
arrive at useful evaluative criteria, I 
can cite some of the things that the 
Division of State Merit Systems of the 
U. S. Departnent of Health, Educa
tion, and Welfare does in its merit 

system reviews of state personnel op. 
2"ERI-Yardstick of Employee Relations," 

by Merrihue & Katzell, Vol. 33, No. 6, p.
91-99. , -

I Robert- H. Willey, ,Quality Control of 
Personnel Management, ersonnel AdmfnkI
tatio%November 1955. 
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erations in the agencies rteiving 
Federal grants-in-aid and the merit 
systems serving them. We have used 
narrative reports for a cumulative pic-
ture of operations and have an annual 
check list combined with the com-
pilation of statistical data. We have 
developed some objective criteria. 
We are not satisfied with our pro-
cedures; we have some modest be-
ginnings. Data are collected on costs, 
and these are analyzed in terms of the 
costs per employee and the costs per 
job applicant. Obviously the varia-
tions in the scope of activities have to 
be taken into account in using the cost 
data, but States having roughly similar 
programs can be compared. 

Ohe useful index of merit system 
activities is the ratio between the 
number of job applicants who file in 
response to recruitment efforts, and 
the number of employees, reflecting 
the size of the system. The median 
figure for the country in the case of 
State merit systems has been 1.2. Pre-
sumably this should be larger in a 
municipal system where proximity to 
the place of work eliminates prob-
lems of family movement. Exclud-
ing extreme cases, the variations be-
tween the better and poorer agencies 
are as much as 5 to 1, and the ranking 
of the agencies in respect to their re-
cruitment efforts tallies with the judg-
ment of informed specialists as to the 
effectiveness of merit system oper-
ations generally and recruitment ac-
tivities in particular. This supple-
ments analytic measures such as a 
chek on use of recruitment media, 
which may give clues as to reasons 
for a high or low recruitment index,

Another index used is the propor-

tion of provisional appointments, 
Obviously this relates to the currency 
of an examining program and not to 

its quality. The median proportions 
of provisional appointments for State 
agencies for the last year were 4.1% 
in health agencies, 2.6% in welfare 
agencies, and .7% in employment se
curity agencies. The proportion of 
provisional appointments extended be
yond six months is another related in
dex. The median figures were less 
than 1%in the major types of grant
in-aid program agencies. 

Another measure used is the pro
portion of original appointments from 
eligible lists as against provisional ap
pointments made prior to the exami
nation. A merit system is not provid
ing applicants and giving satisfactory 
service if it merely ratifies or nullifies 
the appointments of provisionals se
lected by the agency. It is perform
ing a service if it produces well quali
fled persons not previously known to 
the agency. The median proportion 
of original apointments from eligible 
lists in 0.he States is about 70%. 

A majoi factor in merit system oper
ations is speed and one of the factors 
we examine is the speed of the selec
tion process. An index of the time it 
takes between the closing date for the 
receipt of applications and the estab
lishment of an eligible list is calcu
lated. The median time in the States 
for the last year for both professional 
and clerical jobs was 4 weeks. Three 
States completed the process in. an 
average of a week or less, while four 
States took 10 weeks or over, the long
est periods being 18 to 21 weeks. 

Other objective data that are col
lected and analyzed relate to turn
over in terms not only of gross turn
over but that of status employees and 
nonstatus employees. Obviously this 
type of analysis needs to be refined 
for it to be of maximum use, in terms 
of turnover by class of job, as well as 
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geographic location, and by age, sex, 
seniority and performance of the de-
parting and the remaining group. The 
median gross turnover for the States 
during the last year was about 27%, 
with resignations of status employees 
running 18% in public health, 19% in 
welfare and 12% in employment se-
curity. Turnover needs to be ana-
lyzed in terms of the causes-whether 
it is voluntary and for betterment or 
more pay, or whether it is the result 
of dissatisfaction with the job, pay or 
working conditions, whether it is the 
result of management action in dis-
cipline or reductions-in-force, or 
whether it is in the category of what 
might be called occupationally neutral 
factors, such as retirement, illness, 
marriage, pregnancy, domestic rea-
sons or military service. Whether it 
is the superior, the marginal or a cross 
section of employees who leave may 
be more important than the propor-
tion of turnover. In considering turn-
over, one, of course, must take into 
account that there is an optimum 
turnover, that turnover can be too 
high or too low and can result in the 
loss of trained persons before a rea-
sonable return is realized on the in-
vestment in training. It can be so low 
as to discourage the ablest young 
people from remaining in the organi-
zation, with resultant stagnation and 
promotion of the survivors rather than 
the fittest. 

Developmental Problems 
The possibilities of the development 

of sound and objective criteria are al-
most limitless, though difficult. Let 
me give just*a few examples. It is 
possible to evaluate training by test-
ing the trainees before and after their 
training in terms of knowledges, skills 
and to some extent, attitudes. The 

application of the training in the job 
situation is another question. Valida
tion of selection devices, is not uncom
mon for written teats, but Is important 
also for ratings of training and ex
perience and oral tests. Information 
as to prevailing rates of pay in in
dustry certainly are needed and often 
used as criteria for judging public pay 
plans. With fringe benefits constitut
ing about 20% of pay in industry, a 
related analysis of such benefits is also 
important for purposes of comparison. 
Other possibilities for exploration are 
absenteeism-the rates and causes, 
safety and accident rates, the use of 
sick leave, the speed and quality of 
promotions within the organization, 
and surveys and norms of employee 
attitudes and morale. 

I do not mean to suggest that a 
purely statistical approach or even an 
entirely objective approach can fully 
supplant intensive reviews of person
nel management which necessarily in
volve subjective judgment. The sub
jective answers to evaluative questions 
are of some value, depending upon 
the competence of the observers and 
their opportunity for comparative 
studies. However, real progress is to 
be made by developing, so far as pos
sible, objective criteria which can be 
accepted within the personnel and 
management fields as valid and prac
tical. 

But a further word of caution 
should be added on the use of statis
tical measures. Progress is made by 
proceeding from the subjective to the 
objective. However, this carries the 
danger of proceeding from the signifi
cant to the insigifificant. We should 
not have to choose merely between 
an unreliable answer to a significant 
question and a reliable answer to an 
insignificant one. Of course, the sig
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nificance of statistical data is related 
to the question of whether they are 
symptomatic of general underlying 
conditions. Thus, in the same way 
that carloadings or steel production 
may be economic indicators, certain 
personnel measures may be indicators 
of underlying fa.-,ors in the complex 
of personnel management and em-
ployee reactions. 

In building up a body of knowledge 
in this area from crude beginnings, 
cooperative efforts are important. No 
one organization can undertake a mas-

sive attack on the problem, but even 
small organizations may have a con. 
tribution to make in analyzing one or 
another facet of personnel assessment 
aind developing useful yardsticks. 

Program evaluation is, of course, 

not an end in itself. To be more than 
a subjective process reflecting ad
ministrative tastes-and in administra
tion as an art, de gustibus non est" 

disputandum-it must be based upon 
reliable and valid standards that can 
be translated into improved practices. 
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Application to health, social welfare, and family planning 
The major purpose in the assembly of this book was the realization that in 

many countries the health, social welfare, and family planning organizations 
were staffed with personnel officers who were either undertrained or outright 
unqualified to hold their posts. It is hoped that this book will contribute to 
their upgrading. One essential step in the upgrading process is a valid and ob
jective evaluation of their present performance. Such a review, sponsored by 
the senior executives, and utilizing the resources of an experienced evaluation 
researcher, will reveal how adequately or poorly the personnel officer is per
forming, and reveal any need for re-training or replacement. 

Some of the fundamental indices suggested by Aronson in the second read
ing certainly need to be computed on a quarterly basis and studied by the 
senior executives-selection ratios, turnover rates, illness rates, per-unit costs 
of service, and indicators of quality of work. The personnel officer must share 
with senior administrators the responsibility for poor performance, employee 
discontent, and client dissatisfaction if it exists. He should also share in the 
praise for attaining high quality work, high employee morale, and high effi
ciency when they are attained. Because most health, social welfare and family 
planning organizations do not earn profit or suffer a loss, the objective indices 
of success or failure may not be publicized. But objective indices can be com
puted. For a full discussion of this topic the reader is referred to R.F.F.P.I. 
Manual No. 11, Cost-effectiveness Analysis of Family PlanningPrograms. 

One of the weaknesses of many health, social welfare, and family organiza
tions is that responsibility for personnel functions is not clearly defined, but is 
diffused among several levels of administrators. As a result the policies are 

vague, the procedures are uncoordinated and the records are poorly kept. In 
some cases the situation is so bad that no records exist that could be summar
ized to reveal how poorly the personnel function is being performed. In such 
cases the evaluation must begin with research. 

Questions for discussion and exercises 
1. On'the basis of the readings presented here, compile a list of indices that 

could be used to evaluate the performance of a health, social welfare, or family 
planning personnel department. Specify which personnel records should pro
vide the source of data for each of the indices. 

2. Visit the personnel officer of a health, social welfare, or family planning 
organization and from his records compile as many of these indices as you 
can. If the data for compiling an essential index are not available, score this 
as a demerit. On the basis of your data, write an evaluation of the personnel 
office. Show it to the personnel officer and ask for a response to your com
ments. 
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3. Some personnel officers who know how to do a good job are prevented 
from doing so by senior executives who countermand their programs and 
order them to confine themselves to a very narrc v range of activities. Discuss 
ways in which this problem could be resolved. 

4. What useful information do you think could be generated by asking 
(on an employee attitude questionnaire) for an evaluation on a five point 

scale, ranging from very good to very bad, of the following activities of the 
personnel officer: 

(a) 	 Selection of new employees 
(b) 	Orientation of new workers to the company and to their jobs 
(c) 	 Validity and accuracy of employee evaluation procedures 
(d) 	 Fairness and adequacy of promotion and pay raise procedures 
(e) 	 Adequacy of information about personnel policies, employee bene

fits, and other matters affecting employees 
(f) 	 Opportunity to have personnel problems and grievances heard 
(g) 	 Action taken on personnel problems 
(i) 	 Evidence that there is discrimination on the basis of sex, etlhicity, 

race, religion, or political affiliation 
(j) 	 Quality of counselling given by personnel office 

5. Draw up a questionnaire, as proposed in Exercise 4, for evaluating the 
personnel functions of a particular organization. Get permission to pretest it. 
Administer it to two samples: 

(a) 	 25 lower level employees 
(b) 25 supervisors and administrators 

Compare the responses of the two groups. Would you recommend the routine 
administration of this questionnaire once every year? Who should receive the 
results and act on them? 



Chapter Seventeen 

SOME SELF-IMPROVEMENT TIPS FOR
 
EXECUTIVES AND MANAGERS
 

The readings for this chapter deal with personality traits, modes of con
duct, and interpersonal skills which differentiate successful from unsuccessful 
managers. They apply not only to personnel managers, but to all top execu
tives, administrators, and managers as well. Each is a separate "bit of advice" 
in itself and is fully self-explanatory. There is no common theme among them 
except that all pertain to the "style" or characteristic way of approaching the 
management job. The reader will automatically compare his own characteristic 
modes of work behavior with the behaviors under discussion. In some in
stances the objective is to help identify and.eliminate undesirable behaviors; 
in others the objective is only to help clarify thinking about particular leader
ship styles. 

407
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The Qualifications
 
of a Manager
 

GLENN A. 

As TM INDUSTRIAL REVoLuTION has proceeded 

on its course and as technology has changed the 

of the entire industrial landscape, one thingface 
has become clear: there is a great deal the modern 
business organization can do without, but one thing 

it cannot do without is an adequate number of 

skilled and effective managers. As Forbes magazine 

put it recently, "The one clear lesson after study of 

fifty years of U.S. business is: If a company has 

nothing going for it except one thing-good man-

agement-it will make the grade. If it has every-

thing going for it except good management, it will 

flop."' But the managerial talent to manage increas-

ingly complex organizations and technology is itself 

becoming a scarcer and more critical commodity. In 

large part, this scarcity derives from an inevitable 

increase in the level of skill and expertise de-

manded of an effective manager by expanding mar-

kets and technology, but it is no less a scarcity. 

Undoubtedly, Forbes refers to the management 

team at or near the top of an organization which 

sets the policies and value climate of the operation, 

but this select population is only the top of the ice-

berg. The basic level of drive, experience, and sys-

tematic advance preparation (usually through for-

mal education), already accepted as indices of po-

tential for selection as a manager, is constantly 


being raised. Upgrading of managerial qualifica-


tions is being forced at every level of the operation, 


and even those managers appointed to positions de-


signed to test, develop, and season them for future 

en-
assignments must now be a higher quality of 


trant. It is no longer sufficient to rely on trial and 


BASSETT 

error as the principal method for developing future 

managers; managerial resources are increasingly 

scarce, and the selection and development process 

itself must be managed. 
Ilowever, we must first develop a useful under

standing of the process of selecting and developing 

managers. How to determine what the business re

quires in the way of managerial resources and how 

we arc to go about meeting those needs, once speci

fled, must be established. We must, in a phrase, 

have a workable theory of what managerial selec

tion and development is all about. 
The popular point of view. The myths and folk

to the manner in which progressionlora relating 
takes place through the executive ranks and into 

aretop management and the executive chambers 

rich and fascinating. As the popular fiction of execu
ative succession would have it, getting ahead as 

a matter of being the ioughest,manager is mostly 
smartest, and politically most astute of all those in 

competition for the job. 
This perspective is at least partially right. A cer

tain amount of basically amoral jockeying for posi

tion, stabbing in the back, and survival-of-the-fitiest 
tactics do take place, but probably to a lesser extent 

than is popularly assumed. Rather, judgment. about 

the qualifications of the man promoted to high of

fice are, for the most part, pretty sound ones. To 

begin with, the man promoted has probably been 

around for quite a while and has been observed at 

close range by the people who make the selection 

decision. His will and ability to get results in his 

field of specialiation have been demonstrated to 

Reprinted by permission from CaliforniaManagementReview. Vol. 12, No. 2(Winter, 1969), 35-44.1 



the fi. His capabilities and qualities, his strengths 
and his weaknesses are reliably known. Indeed, he 
has probably adopted something in the'way of a 
characteristic st' ,which, given a particular set of 
business needs and circumstances, makes him a pre-
dictable quantity as far as mamagerial peformance 
is concerned. 

For instance, Manager Doe is seen as a do-it type 
of manager who rams through programs and drives 
himself and his organization toward achievement of 
the objectives which have been set for him. Man-
ager Roe has a reputation as a man of great depth 
-f knowledge and intellectual capacity who can be 

re&. ,dupon to solve the seemingly unsolvable prob-
lem. Manager Ecks is a compromiser, forever ar-
guing the question on both sides, inconsistent and 
contradictory in his actions, but striving constantly 
(and often successfully) to persuade, seduce, or 
trap people into doing things his way. Manager Zee 
experiments with his style, continually altering and 
expanding it to fit the situation, but doing so with a 
consisternt sense of ethics and an insistence upon 
maintaining his own personal integrity while all the 
while seeking results. 

Each of these four managers is a distinctly differ-
ent person with a distinctly different style of opera-
tion. And, although we might prefer one or another 
of the styles, it is only good management practice to 
assume that each is suitable for application at some 
time in some place, depending upon the needs of 
the business. That is, managerial style is itself a re-
source which should be skillfully and differentially 
applied in terms of the availability of various styles 
and the demands of the business environment. Per-
sonal preferences for one or another style should 
never blind us to the fact that every managerial 
style can and does have a place in a results-oriented 
business world. 

To be well managed, a business should have in its 
manpower stable a variety of managers represent-
Ing a cross section of managerial styles. Somewhat 
in the fashion of the baseball manager who care-

nConsultant-Personnel 
Sye and Mapower Plang with the 
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fully assures a balance of right- and left-handed 
pitchers so that he may apply the pitching talent 
appropriately in tie face of the hitting talent he 
must deal with, the business manager must develop 
a balanced assortment of managerial styles within 
his organization in order to be assured that the 
best man for the job is available when the opening 
comes along. 

The habitual / intellectual dimension. Certainly, 
in the art of managing there are more varieties and 
shades of style than just these several I have chosen 
to illustrate for openers.2 The styles illustrated, 
however, arise from a fundamental polarity in 
human behavior. Human beings deal with their en
vironment on either or both of two relatively dis
tinct levels: the habitual and the intellectual. On 
the habitual level, we learn directly through experi
ence how to react to a wide variety of situations. In 
behaving from habit, it makes no difference 
whether we are aware of our behavior or of the 
bases of that behavior. Indeed, there is typically a 
heavy element of unawareness or subconsciousness 
to habitual behavior. 

On the intellectual level, by contrast, we con
sciously manipulate systems of symbols such as lan
guage or mathematics. (Systems include both the 
symbols, themselves, and the rules for 1heir use.) 
With symbol systems, we are no longer limitedi to 
our own experiences as the basis of our behavior 
but, rather, can now draw upon the experiences of 
others. In addition, our symbol systems may be em
ployed to understand and deal with experiences 
which are unique, or even inaccessible to us, if we 
become skilled enough in their use and application. 

Most human beings operate on botn these levels. 
Each level has its own advantages, and, depending 
upon which level of behavior is the more appropri
ate under a given set of circumstances, one may be 
emphasized in its development in preference to the 
other. For instance, in public speaking, in driving a 
car, in learning to play a musical instrument or 
operate a machine, the best and sometimes the only 
route to success is through intensively practiced 

habits. Decisions (choices) related to such activities 
are best based on one's practical "feel" for them. 
When time is too brief to work out the situation in

tellectually, a habitual reaction may be the only be. 
havior acceptable. On the other hand, when errors 

are potentially too serious to tolerate and we must 

plan carefully to avoid them or when we are faced 
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with a problem for which we have no applicable 
experience to draw upon, we are most likely to 

find that only rational, intellectual solutions will 

do. 
Man, then, has two separate and relatively dis-

tinct cognitive resources or faculties with which he 

may know and cope with his environment: the 

habitual/reactive and the rational/symbolic. To a 

certain extent, these two faculties are mutually ex-

elusive; in large part they overlap. They supple-

ment and complement one another. Too often, how-

ever, the success and competence enjoyed at one 

level creates a sense of complacency which results 
in studied ignorance or even rejection of the other 

level. We polarize on the reattive level or the intel-

lectual level. In a business context, these polarities 
are often accentuated through the creation of staff 

functions such as finance, legal counsel, or engineer-

ing, which emphasize the systematic, intellectual 

approach to problem solution, and line functions 

such as production or sales, where habitual, reactive 

behavior dominates. And, because managers tend to 

come up through the ranks of their functions before 

being considered for middle and higher r.,anage-

ment positions, they also tend to polarize in their 

style of operation and in the way they employ their 


habitual versus their intellectual resources toward 


the solution of business problems. 

Generally, managers may be found either to clus-


ter around the poles of habitual or intellectual 

some suitable
preferences, or to struggle to find 


middle ground between them. Therein, indeed, lies 


the basis of the four illustrations cited in the open-


ing of this discussion., 

Managers who differ distinctly in style of opera-

tion tend to differ in the way they employ their 

reactive and their intellectual resources toward the 

solution of managerial problems. At one pole is the 

subjective decision maker (Manager Doe) who uses 

his experiences as a basis from which to arrive at 

artful, intuitive decisions. This type of manager 

tunes his senses and reactions fully to the world 

around him. His keen senses, indeed, are his princi-

pal operating tools. Objectivity to him is a simple 

matter of facing facts. 
At the other pole is Manager Roe, who cultivates 

his intellect for the purpose -of processing informa-

tion systematically and arriving at decisions logi-

cally. He typically avoids opinion and intuition in 

favor of seeking out the truth, using all the tools of 

intellect at his command. He holds his emotions in 
check and uses them predominantly for imagining 

potential new methods, new techniques, and new 

systems of symbols with which to solve his prob

lems. To him, objectivity is scientific method. 
The former of these two managers relies heavily 

upon an intimate association with all aspects of 

reality as his basis of operation, whereas the latter 

depends principally upon intellect and the realm of 

ideas. The one is reality.oriented and might best be 

thought of as a realist, whereas the other is idea.orl. 

ented and might most accurately be labeled an 

idealist." 
The integrative dimension. Two additional styles 

can be identified by looking at the manner in which 
the middle ground between idealism and realism is 

used. On the one hand is Manager Ecks, who has 
no finn base in either idealism or realism and who 

vacillates back and forth, ignoring or even denying 

any inconsistencies in his behavior. On the other is 

Manager Zee, who accepts the validity of both the 

idealistic and the realistic points of view and finds 

himself struggling constantly to integrate and rec

oncile the basic contradictions he finds between 

them. The managers who use these styles we might 

call opportunists and reconcilers, respectively. 
These styles are distinguished by the level of integ. 

rity each man brings to the job of managing. 
Differential styles of using habitual and intellec

tual resources are clearly attractive and potentially 

useful bases from which to describe and manage 

managerial resources. The dimensions along which 

managerial style may be developed are highly var

ied, and we should be aware that the polarities dis

cussed here are only one pair among the many 

which may be relevant. The habitual/intellectual di

mension, as well as the way it is integrated by the 
to have more powerindividual, however, appears 

for explaining managerial behavior and permitting 

.jnsible differential selection and development of 

manageri than any other approach. 
Figure 1 illustrates the qualities which describe 

the realistic and idealistic styles of operation and 

the relationship of these polarities to reconciliatory 

and opportunistic styles of operation. Realism/ 

idealism represents the dimension of manner of use 

of habitual/intellectual resources, and opportunism/ 

reconciliation represents the degree to which any 

attempted combining of realistic/idealistic polari

ties is integrated. 
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FIGURE 1.
 
POLARITIES OF MANAGERIAL TEMPERAMENT
 

THE REALIST 
Reacts to the problem. 
Is at autocrat; relies on the 

authority of power. 
Yields to expedience,
Is an artful practitioner of his 

specialty.
Is priority-oriented.
Is intuitive in his Judgments. 
Strives for optimal perfor-

mance. 
Employs resouros. 
Cuts the problem down to 

manageable size. 
Inpractioal.
Reah6es decisions quickly re-

gardless of the information 
available. 

Assumes the fact of resource 
"areity and works around 
it. 

Pursues attainable, tangible 
goal.

Seeks Immediate results. 

THE OPP'ORTUNIST 
Vacillates between idealism 

and realism in operating 
style. 

Ignores or denies Inconsisten
cies or hypocrisies in his 
behavior. 

Compromises conflict which 
should be resolved. 

Has no strong affinity toelther 
idealism or realism as the 
base of his behavior. 

Seeks to reduce pressures.
A 

Style of Use of Cognltive 

Resources 

' 

g 
- E 
So8I 

TH RECONCIER 
Accepts and works to inti

grate the contradictory 
traits of idealism and real
ism. 

Can apply idealistic, realistic. 
or oombined Operspectives as 
the problem demands with
out gross inconsistencies. 

Chooses subordinates in terms 
of the need for realistic or 
idealistic temperament
based on the business situa
tion. 

Seeks balanced short- and 
long-range results. 

Is the rarest managerial tem
perament of all. 

THE IDEALIST 
Reflects on the problem. 
Is a technocrat; relies on the 

authority of fact. 
Sticks to principles.
Is a skilled technician. 
Is process- and method

oriented. 
Is systematio and rational in 

his Judgments.
Strives for professional perfor

mance. 
Creates resources. 
Attacks the total problem. 
Is theoretical. 
Defers decisions until the In

formation available ia suffl
cAent to support them. 

Assumes that critical or 
scarce resources should be 
made plentiful and works to 
create them. 

Sets the ideal as his goal.
Seeks high quality results. 



412 READINGS IN PERSONNEL MANAGEMENT 

Practical and policy implications of the theory. 
What does all this mean from a practical and policy 

point of view? The mere recognition of the polarity 

of realists and idealists in managing immediately 
points to several implications. For one, it is quite 

possible to build a business organization that is ori-

c ctd to realism or idealism by cmphasizing one 

pole or the other in the selection, training, and re-

warding of personl. Any preference in selection 

which emphasizes formal education or technical 

proficiency, for instance, tends to breed idealism, 

while a bias against eggheads and fuzzy-minded 
theorists favors realism. Criticism of snap, seat-of-
the pants decision makers for failing to think the 

1. dIlcm th.ouglh sufficiently downgrades th, -calis-

tic style and implies advantage in an idealistic ap-

proach. With respect to formal training, exercises 

such as T-Croups, sensitivity trmining,', and timed 

in-basket tests' strictly favor realism 1w going di-

rectly to the problem of tuning one's senses to rc-

ognize the situation and respond automatically to 

it.' Rational training techniques of the Kepner-

Tregoe type,- on the other hand, emphasize method 

and logic as the most suitable wvay in which to solve 

business problems and thereby lend support to any 

existing idealistic bias. 
These approaches and practices can serve to in-

crease or decrease the amount of realism or ideal-

ism practiced in a business organization. Where com-

petitive business conditions demand increased 

realism or where the market demand for product in-

novation requires increased idealism, one or the 

other of each of these pairs of alternatives might 

well be applied as appropriate. It should be noted, 

however, that tactics which increase one at the ex-

pense of the other and methods wvhich ignore the 

opportunity and need to integrate realism and 

idealism may serve merely to defer problems into 

the future. Integrity of style is also needed-prefer-

ably a flexible integrity which encompasses both 

idealism and realism, 
one way of avoiding the frustrationsObviously,

and hazards of trying to maintain strict personal s 

tegrity of style would be to polarize one's style sin-

gle-mindedly on either the pure realistic or the 

ends of the scale. Thus, the theory sug-idealistic 
gests that, if top management values integrity more 

we should predict a tendencyhighly thn flexibility, 

among subordinate managers toward sharper polari-

zation of operating style in both directions, along 

with a gene.I rejection of opportunism (and per-

haps reconciliation, too) as an acceptable style of 
managing. Conversely, heavy emphasis on flexibility 

to the exclusion of integrity might be expected to 

reduce sharpness of polarization and increase the 

use of opportunistic and reconciliatory tactics. 

Approximately equal emphasis on flexibility and 
integrity should force styles toward reconciliation 
but could also serve to drive good, effective realists 
and idealists out of the op,,ration because they can 

not tolerate the stress of having such demands put 

on them. 
Using this theory, management should be able to 

influence the mix of available managerial talent in 

the direction needed by changing business condi

tions merely by re-emphasizing the value of integ

rity versus flexibility of operating style. This theory 

of managerial selection and development tells us, in 

effect, that integrity and flexibility are key values: 

Depending upon how they are stressed (rewarded 

and penalized) management can determine the pat

tern of managerial style development in the organi

zation. 
Something to build on. To back up for a moment, 

style is only the qualitative aspect of managerial re

sources. Whether the job to be done should be as

signed to an idealist, a realist, an opportunist, or a 

recouciler is a highly relevant consideration when it 

comes to utilizing existing managerial resources in 

the most effective manner. We must presume, 

though, that every applicant has an adequate fund 

of relevant skill, experience, courage, motivation, 

and personal commitment to the risky, arduous 

journey which progressing through the managerial 

ranks involves. These are the quantitative prerequi

sites of managerial selection and promotion. 
There are two quantitative prerequisites to se

lecting capable managers: 

First, a manager must have a history of striving for 

personal betterment and a high level of energy/drive/ 
he faces.motivation for application to the problems 

a
There is not enough time in a lifetime, much less in 

all the information thatmanager's day, to deal with 
must be dealt with and to solve all the problems that 
have to be solved unless a high order of energy and 
drive characterizes the individual's mode of behavior. 

The manager's job is to deal with problems and preside 

over change in his organization. The complexity of tech

nology and society makes it impossible for the dull, le
thargic individual to achieve even the minimum of per
sonal skill which is essential to meeting the management 
challenges of the twentieth century. A manager without 
a zest for living, without imagination, without a need 
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for fresh challenges on which to whet his intellect and operating style is not appreciated, candidates for 
emotions can do little more than preside over an estab- promotion may perceive appointments to be based 
lished routine. on political considerations and may even perceive

Second, an effective manager must have a rich fund (correctly on occasion) admission to top manage
of experience. He must have seen life and business from 

ment spots to be based on favoritism. Where the a variety of perspectives. The range of experience pos-
sessed, of course, will often be rather closely correlated importance of style is realized, on the other hand, 
to the level of energy and drive applied in the individu- and the relevance of appointments based on operat. 
al's life style, and it is reasonable to expect that a high ing style is recognized as essential to the best utili
level of applied energy and drive will have resulted in a zation of managerial talent, such charges andt the 
rich variety of experiences, resultant personal demoralization that accompanies 

The need for a broad range of experience stems them should greatly diminish. 

from the fact that, in the pressure of the moment, Awareness of the prerequisite status of motivation 

many of a manager's decisions are fabricated and experience can permit sensible variation in the 

largely out of his immediate knowledge and experi- level of entry requirements in order to expand or di

ence. A narrow basis of experience results in narrow minish the pool of available managerial candidates 

managerial decisions and limited courses 6f action. as business needs demand. To the extent that a 

The most energetic of managers, if he has not been wide range of motivation and experience is applica

exposed outside a narrow field of specialization, ble to the job at hand and a broader range of oper

may be seriously handicapped in dealing with the ating styles is needed, the promotable pool can be 

rough problems of our times. The manager who has opened up. Or to the extent that the promotable 
several college degrees, who has served in a variety pool is unavoidably restricted, a better allocation of 

of functions and a variety of different kinds of busi- available styles of operation may be sought to meet 
ness. and/or who has lived life under a wide variety existing needs. This approach to managerial qualifi

of circumstances and statuses is the manager most cations makes explicit the points at which some

likely to have the greatest fund of information that thing can be done about managerial development. 

can be applied directly to the solution of business What is business all about to begin with? A key 

problems. assumption is inherent here and, for that matter, in 

These are, indeed, the very qualities which are the formulation of economic laws and the operation 

demanded of candidates for succession through the of businesses which should now be articulated: 

managerial hierarchy. It is the bright, well-edu- Managing involves at its core the ability to allocate 

cated, highly motivated, committed self-starter who resources of variable scarcity/abundance in satis

is the odds-on favorite as the future manager, and fying to the full needs of the business, its share

the more of these qualities he possesses in abun- holders, its customers, its employees, and society as 

dance, the more likely he is to advance. a whole. 
This should come as no surprise to anyone. These That is to say, management is the arrangement, 

are the qualities which educators and business theo- use, creation, and preservation of all the resources 

rists have for most of the past century been touting at hand in satisfying the total variety of demands 

as essential. They are directly observable, measur- and pressures that are placed upon the business in 

able in a relatively reliable and objective fashion, the total environment in which it operates. The skill 

widely accepted, and evident in the selection of with which abundance is exploited and scarcity is 

most managerial appointees. But they are only the overcome will, in the long run, determine the effec

prerequisites for admittance to the manpower pool tiveness of a manager. Two critical resources which 

from which critical appointments will eventually be must be employed skillfully in effecting satisfactory 

made. Once the prerequisites have been met, the allocation of these resources are time and human 

actual selection and appointment to high manage- creativity. 
rial positions is more likely to turn on style of oper- Time is an often overlooked resource. It is often 

ation. overlooked because the two fundamental polarities 

It is important for everyone in the candidate pool of managerial style tend to trap people into one or 

to recognize the place of style in selection decisions. another of two time orientations: the realistic style 

To the extent that the importance and relevance of of managing emphasizes the short term, the 
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immediate, the here and now, and jt severely down-
grades the future as a problem-solving resource. 
The idealistic style, on the other hand, tends to 
treat time x: much the same way that other re-
sources aril eaLCad; it is something to spend and use 
to one's own purposes. 

Creativity is likewise biased by a tendency to a 
realist/idealist polarity. For instance, the problem is 
to meet the competition by shippiirg a product to a 
customer faster, and the problem of delay stems 
from errors and time lag in shipping from the ware-
house because of the heavy backlog of work. To 
solve this, one of several things might be done: 
Hire more clerks and spread the heavy work load 
thinner, or create a better system for handling in-
coming orders and shipments s6 that the available 
clerks can, with proper training, handle their jobs 

more expeditiously. The first tactic would empba-

size exploiting clerical labor in solution of the prob-

1em; the second would address itself to the creation 

of a new resource-the improved system-to do the 

job. If clerical help is more abundant or less ex-
pensive than the talent needed to innovate a better 
system, the first solution would be the better. If, on 

the other hand, clerical help is in short supply or is 

more expensive than innovative talent, the latter so-

lution would be the superior one. The manner in 

which scarcity/abundance of resources arrays itself 

should point to the most appropriate solution.. But 

the existence of either an idealistic or realistic bias 
will probably, itself determine the solution chosen. 

The manner in which these resources of time and 

creativity are utilized is related to and typically lim-

ited by the existence of tendencies toward either a 

realistic or an idealistic style of managing. Too 

often, the fullest use of the resource of time is not 

achieved because of a realistic orientation, or, con-

versely, the idealist fails to recognize time con!. 
straints which, if not met, could destroy the effec-

tiveness of all other efforts. Similarly, opportunities 
to create new resources to overcome severe scarci-
ties are ignored by the realist, while opportunities 
to exploit abundant resources are missed by the 

idealistic managerial temperament. Our theory of 
manager development now begins to point to ways 
in which managerial resources should be allocated 
to meet the demands of the marketplace. 

What does a business environment demand? The 
determination of the most appropriate approach-
realistic or idealistic-can now be based upon an 

evaluation by top management of the business envi
ronment as it exists at any given point in time. At 
one point in time, a realistic style may be critical; at 
another, only idealism will turn the tide in meeting 
the market. The considerations for determining who 
should be appointed as between a realist and an 
idealist in the managerial talent pool might well be 
the following: 

1 / What are the primary time constraints and op
tions? 
e What is the competition doing? 
* 	What are the advantages of quick entry into 

the market as against taking the time to deliver 
a product of unquestioned quality, utility, and 
reliability? 

* How hungry are higher managers, stockholders, 
or financiers for quick success?
 

2 / Where does the greater opportunity lie?
 

* With innovation?. 
e With exploitation of existing resources and 

technology? 

Depending upon how top management answers 
these questions, the direction in which it should go 
in choosing a realistic or idealistic managerial style 

could largely be decided. 
Why not all reconcilbrs? It is perhaps obvious at 

this point that the ideal manager genuinely inte
grates all the elements of realism and idealism 

within one skull. He appreciates the nuied for flexi

bility of style sufficiently to vary his own style be

tween realism and idealism as the demands of the 

business environment make it appropriate. Why 
worry about idealists or realists at all? Why not 
pick only reconcilers for managers? The answer is 

that rect.oncilers are in short supply. Strictly speak
ing, they probably do not exist at all except in the 

ideal, and we are a long way from the ideal with 

respect to managerial resourcesI in industry today. 
Beyond this, reconciliation demands the very full

est development of skills and an exceptional level of 

drive/energy/motivation which in itself is extremely 
rare. The motivation and opportunity to learn how 

to become a reconciler come dearly, and few people 

-are fortunate to luck into both,. 
At the same time, reconciliation is, the most dif

ficult of all managerial styles to ideitif . This is 

because the operating reconciler may, in different 

circumstances and at different times, appear to be 
either highly realistic or highly idealistic. Further
more, it is particularly difficult to determine 



whether the opposite polarity exists if circumstances style of operation. If, however, corporate manage
demand that a given style be predominant at one ment fails to recognize and act on the changing sit

time and place. Identifying a reconciler can require uation and permits such a man to be tarred with 

extensive observation of performance over a long the brush of failure, a perfectly good managerial re

period of time. But the real key to the reconciler's source may be lost to the organization or even de

temperament is his ability to accept seeming contra- stroyed. In today's explosive economy, the right to 

dictions of style without compromising his integrity, fail without stigma, to make mistakes and learn 
The highly polarized realist, for instance, typi- from them, may be the most important single ele

cally feels the need to reject the soft-headedness of ment of a successful manager development pro

the theoretician, while the committed researcher gram. Higher management which fails to appreciate 
resourcesworking from a strictly idealistic point of view typi- this fact is not preserving its managerial 

cally finds it necessary to criticize the crudeness, and using them wisely. The existence of realism or 
idealism in energetic, richly experienced managersexpedience, and even amorality of the realist. The 

realist who cannot get along with idealists and the makes for superb managerial resources, but, if these 

idealist who finds it necessary to exclude realists resources cannot be diagnosed and applied ap

from his circle of intimates clearly are not i-econcil- propriately to the problems of the business, or if 

iatory managers. The manager who can accept op- they cannot be salvaged in the face of a changing 

posites of polarity, reconcile them, and apply them market, they are lost as surely as if they had never 

appropriately in the face of varying circumstances been developed or identified at all. 

without resorting to opportunism nr hypocrisy may Measures and indicators of managerial potential. 

very well be a reconciler. With such limited cues to The key to success in allocating scarce managerial 

go on, close observation and intimate knowledge of resources, as in allocating an" other resources, is in 
measures and indicators whichthe individual's style of operation are called for to developing useful 

reliably determine whether he is the kind of re- will tell when a needed potential exists. An impor

source who could be described as a reconciliatory tant strength of this theory of managerial tempera
ment lies in the fp.ct that it suggests- a variety of obmanager. 

Certainly it is desirable that reconcilers them- jective measures which may be used at a number of 
levels for screening managers and appointing themselves be involved as fully as possible in the selec-
to open position. On the level, of motivation andtion of other managers. The rationale for this is a 

basic one: The man who has this scarcest of all breadth of experience, some of these measures 

managerial resources car. most surely be relied would be:
 
upon to test the needs and demands of the market
 
objectively and select an idealist or a realist-or tSaary progress within age group.
 

0 High level of general involvement and, activity 
even an opportunist, perhaps-to meet those needs. 


Lacking a reconciliatory manager at the point of se- (agitators and troublemakers should be. screened in,."
 

lection, the realist will tend to value subordinates
 
0A record as a self-made individuad who has 

with a realistic outlook, idealists will favor candi-
theachieved results and a reputation far exceeding

dates with idealistic tendencies, and the opportunist norm-for his background and level of education. 

will tend to seek the company of his own kind as 
well. As a result, changes in the environment which 0 Multiple degrees. 

require adaptation on the part of the organization *Postgraduate work or an advanced degree in a 
field different from the-first degree.and its management may be neither perceived nor 


appropriately met. #Patentable inventions.
 
Many modern corporations have at one time or Published material.
 

another been forced to face the fact that, when a
 
0An unusually wide range of interests and general

segment of the business has gone sour, it is not the 


manager who has failed. Rather, a market has activities.
 

chianged and now demands ,a style of managing #Leadership activities off the job.
 

which the incumbent lacks. The manager himselfi 0 Higher rate of salary growth than comparable
 
mAy be as good as he ever was-given his particular employees.
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The particular advantage of measures and indi-
cators of this sort is that they are relatively objec-
tive in quality. Certainly they can be defined as to 
be very nearly factual and can thereby make poten-
tial managerial talent more visible to managers and 
staff personnel throughout the organization. In ad-
dition, tightening or loosening of screening stan-
dards for the managerial talent pool is entirely fea-
sible based upon some kind of objective summary 
system covering all these indicators and measures. 
Experience and observation will point up additional 
useful indicators to any experienced businessman, 

Measures and indicators of the idealistic and real-
istic styles of managerial operaton are also avail-
able, though they are somewhat less objective. The 
only certain way to pin down style of operation is to 
observe and investigate performance closely over a 
period of time, using a variety of sources. The fol-
lowing indicators should be useful in identifying 
managerial styles: 

a The range of time in which plans are made. 
* The reliability with which tough deadlines are met, 

dependhIg 	 upon whether they are long term or short 
Sepeiftncito be t ty vrsuh 

WSpecificity/objectivity versus generality/breadth 
of personal and business goals and objectives, 

f The measures used to measure the performance 

Ths mornths, usetation 

" The methods used to analyze problems. 


• Decision-making style. 


" The extent to which a manager's manler is cool 

and calculated versus emotional and spontaneous. 


0 The traits a manager looks for in a good or poor 

subordinate manager. 


E The kinds of people a manager works with best. 

The kiads he works with least well. 


0 Personal theory of economics. (Be careful with 

this one. "Safe" answers in the area of economics tend 

to emphasize realism for the simple reason that such 

answers have been systematically inculated by our cul-

ture.) 


A number of sources of information are available 

for filling out the picture; depth evaluative inter-

views, skilled reference interviews, inquiries with 

the current manager, interviews with other mnanag-

ers who have had opportunity to observe style of 

operation, contacts with fellow managers, and even 

interviews with subordinates can yield information 

on management style. Any sources or techniques 


which need to be exploited should be exploited in 
so sensitive and important a matter as the selection 
and promotion of a new manager. 

Summary and conclusions. Managers who are 
fully qualified for the job to which they are ap
poihted are a rarity. For the most part, we must 
manage our managerial resources with at least as 
much creativity, artfulness, and skill as we apply 
to handling our physical, financial, and other 
business resources. The overall level of energy/ 
drive/motivation and the richness of background 
and experience-the quantitative elements-are the 
foundations of managerial selection which can to 
a substantial degree be identified objectively and 
defined factually. Such traits can further be con
firmed and examined by skilled use of an Inter
view with those candidates identified as having 
managerial potential. 

For appointments further up the managerial lad. 
der, the actual selection turns more and more on 

qualitative elements such as style of operation 
rather than upon absolute qualifications for the job.This is not to say that style is anything less than a 

Thsi oosy tastyl isaythngesta 
qualification in its own right. If a managerial ap

pointee must, for instance, be able to create re

sources in working out problems, his style must in
celude the skill and disposition to be creative. By 
and large, the style that best fits the market situa

in the judgment of the appointing manager Is 
the style that should get the nod for the appoint. 

ment. Small differences in operating style can be 

crucial to managerial success. The use of style as a 
criterion of selection is not only appropriate but 
necessary as well. 

The rarest of all managers is the reconciler; this is 

the manager who can at least in some degree com
bine the diverse and contradictory traits of idealism 
and realism into a single integrated style of opera
tion flexible enough to cope with the dynamics of 
the marketplace. The reconciler is also best suited 
to mediating between and coordinating the team 
activity of those realist and idealist managers who 

so often fail to appreciate one another's style of op
eration. 

Finally, the theory of managerial qualifications 
proposed here suggests useful measures and indica
tors which can become the foundation of an effec
tive program of managerial development and selec, 
tion, and it further specifies the points of leverage 
for managing manager development. 



If, as the initial quote from Forbessuggests, good 

management is the difference between busit.os suc-

and failure, the quality of a managerial selec-cess 
tion and promotion program may be a key point of 

leverage in determining the future of a business, 
and the implementation of an effective program 
may be the most important investment the business 
ever makes. The theory of managerial qualifications 

may help in concep-wnoutlined -"re onwhih ha maemen t oupied.rang philosphy 
tualizing a management operating philosophy upon 
which and within which such a program can be 

created and managed. 
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THE MAN,*- GEMENT oFTime
 
by F.D. BARRETT 

To every thing there is a season,
 
and a time to every purpose under the heavens;
 
a time to be born, and a time to die;
 
P time to plant, and a time to pluck up that which is
 

planted; ... 
a time to keep silence and a time to speak: 

Ecclesiastes.
 

A popular theory of the day is that we have 
entered into a remarkable new period in human 
history - an age of leisure for all. If this is true (and 
I wonder about it) managers are an excepted class, 
They are working longer hours with every year that 
passes. And worse than the long hours is the sinking 
sensation that still there isn't time enough. 

Ironically, while managers grapple with the pres-
sures of time they are invited to consider, indeed to 
solve, the leisure problem of the masses in an auto-
mated, computerized, alienated, welfare society. The 
idea that he, too, is a member of a leisure society will 
provoke any manager to derisive laughter, particu-
larly if it occurs to him some late evening as he 
drags his bulging briefcase home. 

The increase in managerial time pressure arises 
from the multiplying complexity of urban-technologi-
cal society, and its fast-moving pace. Thus the galling 
problem of management time promises to become 
worse before it becomes better. 

Only through mastery of time processes will the 
manager arrive at a state of true effectiveness. But 
time has been the neglected dimension In both man-
agement theory and management practice. It repre-
sents a wide-open, new management frontier. We 
need new concepts, we need new practices, and we 
need research, The arts of managing Men, Money, 
Machines, Materials, Methods (so the alliteration 
goes) have 'been assiduously studied and cultivated, 
and with striking results. Why, then, not develop the 

art of managing the most important resource -

Minutes? Is it not time managers managed time? 
Everything that the manager presumes to manap 

is reducible to time and time processes. This artic 
therefore, will dwell not only upon problems. It wil 
also advance the positive notion that time is tw 
manager's most important resource and his greates 
opportunity. 

Concern with the effective use of management tin 
is mounting in the business world generally, in par. 
ticular companies, and in the minds of individui 
managers. This concern is reflected in such develop 
ments as (1) a newly-emerging literature on time. 
management; (2) empirical studies on the problems 
and their causes; and (3) the inclusion of time-maz 
agement as a subject in university and in-house 
executive development programmes. The mood is 
attack. 

The question managers want answered is "how to 
do it". Some answers will be given in this article. But 
to see time Amply as a mechanical problem requlrint 
"how to do it" answers would be to miss the point 
The point is that the manager's attitudes toward thm 
and his ideas about what it is are what count. 

The primary attitude the manager requires is "time. 
sense". Time-sense is a vivid awareness of the reality 
and importance of time in personal existence. Second. 
ly, it is the recognition that time permeates all pro. 
cesses which the manager manages. Its opposite might 
be called "time-blindness". Time-blindness character. 

Reprinted by permison from The Buuinem Qturerly, Volume 34, No. I (Spring, 1969),.56--64. 



izes the person who drifts through time with neither 
vision nor view of its many facets and hues. 

The evidence is that certain managers with certain 
attitudes do conquer time, ev, i when working under 
the same conditions as others who are beaten by it. 
Take the following illustration: 

Edward W. Carter, president of Broadway-Hale 
Stores, who developed a group of department 
stores from four in 1946 to forty-six in 1968 is 
quoted in Fortune' as saying, of time, "The most 
important decision that most of us have to make is 
how to use our time. I have chosen not to use mine 
on 	 things that seem too productive of modest re-
suits. Also, I've never done anything that I could 
get others to do." 
The first item we have to address ourselves to is 

the 	 common complaint that there isn't enough time. 
There is no such thing as "too much time" or "not 
enough time". There is a twenty-four hour day, :1o 
more, no less. Both the prime minister and the viliage 
postmaster have exactly the same amount. Having too 
little time only means trying t, do more in the avail-
able 	time than can be done in it. People rarely try to 
put 	 a barrel of water into a thimble. But when it 
comes to time, things equally strange are attempted 
(time after time). 

Time does not permit any mnriager to do all of the 
things which either conscience or imagination tell him 
would be worth doing. Whether we consider a 40-
hour work week, a 60-hour week, or 80-hour week, 

makes no difference. The proportion of can do to 
might do is inherently small. One can only conclude 

that the answer to time management lies in some 
direction profoundly different from that of longer 
hours. 

What must matter is not the hours but what is 
done in those hours. Decisions as to what to do are 

therefore the key decisions in time management. 
These decisions include the very important decisions 
about what not to do. Not to do may include anything 
from not answering the telephone personally, to not 
visiting a plant, or to not attending certain meetings. 

The very first thing that one finds out when he 
studies how managers use their time is that most 
managers do many things they need not do at all. The 
tendency would seem to stem from pressures exercised 
by personal conscience and by the organization. Yet 
personal conscience and organizational pressure are 

often both highly irrational and callously inconsider-
ate. Frequent decisions to resist these twin forces 
have to be made, however ingeniously. The alternative 
is to lose control over time. And if control over time is 
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lost, so is control over achievement and performance. 
The manager cannot manage his time by relying on 

simple instinct. It doesn't happen that way. The 
conquest of time takes analysis, thought and imagina
tion. But the effort does pay off and the rewards can 
be great. The following methods are worth trying: 
1. 	 Analyze time: take a pencil and the back of an 

envelope and jot down the time spent during the 
week at various activities - i.e. travelling to and 
from work; reading and dictating letters; reading 
newspapers and magazines; answering the tele
phone; attending meetings, etc. The appropriate 
categories can be made up 'to suit the individual. 
The point is no one knowF how he spends his time 
until he does this. The breakdown which appears 
is usually quite a revelation. 

2. 	 Evaluate Time Expenditures:a) how many of the 
time-consuming activities on the analysis list have 
to be done at all? Usually there will be quite a 
few hours in the week spent doing things that can 
be discontinued cheerfully and with no loss to 
anyone. 
b) how many small tasks could just as well be 
carried out by someone else? Why read and sign 
your own letters after they are dictated? One 
company president reports never having read and 
signed one of his own letters in five years - at a 
saving of two hours per week for a total of nearly 
fifty hours a year. Other time-savers can be in. 
vented to suit the individual case. 

3. 	 Relate Time to Purpose: this is the management 
by objectives and results approach. How is the 
allocation and expenditure of time related to 
important goals? Chances are fairly good that the 
match is poor. Major goals are getting two hours 
a week of attention; inconsequential goals get ten 
hours. Look for ways of reallocating time to 
important projects. 

4. 	 Delegate Authority: this is a hoary management 
principle, of course, but has to be mentioned 
because it is so vital to the management of time. 
The best single reason for delegating is to get 
more time for the work one really wants to do 
himself. Conversely, not delegating really means 
trying to do one's own job plus the subordinate's 
job. If there are five subordinates concerned in the 
non-delegation network, a ninety-hour week is 
guaranteed for the superior. 

5. 	 ForwardPlanningand Scheduling of Time: a high 
proportion of managers are convinced that for. 
ward planning and scheduling of their time is an 
impossibility. In contrast, some men schedule 
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ahead what they intend to do day by day for 

weeks and even months ahead. 
Obviously not everything can be anticipated or 

foreseen. Plans will frequently have to be changed. 

And only a portion of the manager's time is under 

his own control. 
Forward planning and scheduling of time requires 
a bit of physical apparatus. The desk diary or 

pocket diary is minimal. However nothing is as 

good as a three-by-five "management planning 
board" on the office wall, on which the whole 

year with all its months, weeks and days can be 

shown. 
The "how to do it" literature on time management 

is still rather sparse. The art is new, the methods few. 

But what methods there are should be examined by 
anyone embarked on a campaign to master time. As 

inother fields such as "how to make money" or "how 

to raise children", the recommended methods vary 

widely. 
Included in the practical literature are Peter Druck-


er's The Effective Executive (New Yorker: Harper and 


Row, 1966), Ted Egstrom's and Alec. Mackenzie's 


Managing Your Time (New York, Pyramid Books, 


1968), and J. T. McCay's The Managcment of Time, 


(New.York: Prentice-Hall, 1962). All of these books 


get into a discussion of the what's and why's as well 


as the how's. For anyone interested in empirical re-


search on how managers tend to spend their time, 

Sune Carlson's Swedish study, Executive Behaviour 

(Stockholm: Stromberg's, 1951) will make interesting 
reading. For inspiration, a re-reading of Parkinson's 
Law is always salutary ("Vork expands to fill the 

time available for it"). For a picture of the financial 
implications of executive time management, the reader 
isreferred to the article, "The Money Value of Time" 
by Curtis H. Jones (Harvard Business Review, Jul.,-
Aug., 1968). 

For the manager who wonders whether his time 

problems are similar to those of other managers, the 

answer is "yes". Leo Moore of M.I.T., working over a 
period of six years and with almost three thousand 
managers in executive development programmes, 
found that there are ten common sources of manage-
ment time-problems. 2 Different groups report these 
same ten again and again: 

1. the telephone 
2. meetings 
3. reports 
4. visitors 
5. delegation 
6. procrastination 

7. fire-fighting 
8. special requests 
9. delays 

10. reading 
Awareness of time as a dimension to be mastered 

rather than as a constraint to be suffered varies 

greatly from industry to industry, company to com

pany, and manager to manager. In some Industries, 

phrases such as "the management of time", "using 

time effectively", or "losing time" are part of the 

everyday management vocabulary. And time manage

ment is preached and taught constantly. Yet one can 

spend years in other industries without even en

countering reference to the idea of time management. 
A high degree of time consciousness exists in the 

life insurance industry. Managers and salesmen are 

exhorted and taught to plan, organize and u'e their 

time well. To illustrate, Crown Agency News, in its 

December, 1967, issue contains the following cautions 

and advice: 
"Casually forget about organizing your day and 

managing your time, and you'll see how easily you 

will be able to put off the important but dull task in 

favour of any urgent-looking, and thus exciting 

matter that happens along at that particular 

moment ... 

again: 
"... you should keep a close watch on how and 

where you allocate your time." 
and again: 

"Some acts take more time than others, and often, 
much more time -than they deserve. These are the 
villains you should watch for. They are time.con

sumers that waste away precious hours.. 
An opinion survey of branch managers in the 

Toronto Dominion Bank revealed that time was the 
most important single problem standing between them 

and their desire to concentrate efforts on important 
management jobs. In consequence, the subject of man

aging time was made part of the curriculum in the 

Bank's subsequent management courses. In the 

courses, managers were provided first with a theoreti
cal presentation. Then, they were given the task of 
conjuring up stratagems and practical devices for say-. 
ing time. From two groups of forty managers about 
eighty concrete ideas were produced. These two 

groups concluded that each individual could save an 

easy ten or more extra hours per week by putting 
some of these ideas into operation. They surprised 

even themselves with 'how plastic their time problems 

were. 
It has already been suggested that time management 



should not be approached merely as just another how-
to-do-it technique. It must be approached with insight, 
understanding, judgment and imagination. Time is no 
more a simple substance than is money, man or 
physical matter. Just as some managers have an intui-
tive understanding of people, others have an intuitive 
grasp of what time is all about. Others may acquire it 
by reflection, learning and study. Let us then embark 
upon an excursion to capture, at least mentally, this 
elusive thing called "time'.'. 

Consider the past: it once existed but does not now 
exist. Consider the future: it does not now exist, but 
will exist. Consider the present: it exists, but onil for 
an instant. Thus, neither past nor future exist (except 
as memory and anticipation) and the present hardly 
exists at all. What then is time, that it is so chimerical? 

Many intriguing concepts about time are hidden 
behind our common way of speaking. We say "time 
flies", "time runs out on us", "our time is crowded",
"a 	good time was had", "time is money", "I can give 

you some time tomorrow", "you can't turn back the 
clock", "it's a matter of timing", "under the pressure 
of time", "time marches on", "time weighs heavily on 
us", and so on. Thus time seems variously like a bird, 

a liquid, a space, a commodity, a mechanism, a pro-
cess, a weight. If we don't know for sure what time 
"really" is, we certainly do have a plethora of meta-

phorical ways of thinking about it. Each has its value. 
'Fake the commodity metaphor. Time indeed is 

money. It is sold for money, as a lawyer or a consult. 
ant sells it. And the money value of time is built 
heavily into the cost of any physical object (such as a 
clock?). The cost is largely composed of the sum total 
of money paid for the man-hours of time that went 
into mining and working the metal, shipping the clock 
to the store, and paying a clerk to sell it. In no time at 
all, this line of reasoning leads to the interesting con-

clusion that economics should be the study of the 
value, the scarcity, and the transformation of time. 
With this thought, I therefore invite some new 
Keynes to come along and recast the whole field of 
economics. The first principle of the new time-econ, 
omics might well be: the supply is fixed, the demand 
infinite, 

If the managerial literati.re on time is sparse, the 
philosophical literature is vast. A diligent search 
through the philosophical and scientific literature on 
time, has shown me that we are rather far from having 
complete knowledge of what time is. The Search re. 
veals that everyone from Heraclitus to Whitehead has 

struggled with the thought. As yet, no single phileso-
pher has yet come up with explanations or answers 
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that satisfy either the lay reader or other philosophers. 
One, St. Augustine, complained that nothing better 
shows the weakness of the human intellect than th
quest for an understanding of time. There are even 
those who doubt, whether time exists at all other than 
as a concept in the human mind. TO retain sanity, I 
prefer to assume that something does exist which we 
call "time". 

The practical ideas about time of relevance to 
management seem to me to be the following: 

1. 	 It is an economic resource. 
2. 	 It cannot be expanded or contracted. 
3. 	 It is irrecoverable and irreplaceable. 
4. 	 It is highly perishable. 
5. 	 It is expensive and precious (and becoming 

more so). 
6.Most of what is called "cost" is the cost of 

time. 
7. 	 It is a flow from past to present to future. 
8. 	The flow is one way and irreversible. 
9. 	 It is quantifiable (seconds, minutes, hours, 

days, months, years). 
10. 	 The manager's work life will total something 

like 100,000 hours, give or take a few thous
and. 

1i.All processes the manager manages (research, 
production, selling, etc.) are time processes. 

12. 	 Time is the dimension in which change takes 

place (just as space is the dimension in which 
motion takes place). 

The more one reflects upon the foregoing ideas 
concerning time, the more one is overwhelmed with 
the suspicion that time may be everything. If so, the 
executive interested in time and its mastery is likely to 
develop a healthy measure of respect for it, bordering 
perhaps on reverence. Indeed, the attitude is more 
likely to be awe, if he contemplates the human being's 
relationship to cosmologiral time. 

Our own small, humin allotment of time is three
score and ten years. In contrast, some of the light 
entering the Palomar telescope to-day left its source 
five billion years ago. Although man his triumphantly 
travelled to the moon, it will take him one hundred 
thousand years to cross his own galaxy, provided he 
finds 	a means of travelling at the speed of light 

186,000 miles per second (and if he can regenerate 
himself so as to still exist at the end of the trip). If 
man wished to travel to another galaxy, Adromeda, it 
would take two million years to get there, travelling 
at the speed of light. 

The manager's whole career is shorter than the 
blink of an eye on the face of the space-time universe. 
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To 	 put it mildly, for the time-conscious executive 
there is little time and much to do. It is no surprise, as 

Drucker observes, that the effective executive trea-

sures evanescent time, that he handles it with "tender 
loving care", and, that he prizes it as his most precious 

resource. With. Benjamin Franklin, in Poor Richard's 

Almanac, he is'likely to echo: 
"Doest thou love life? Then do not squander time, 

for that';,' the stuff life is made of." 
The manager, as a member of the modern species of 

homo sapiens, has a biological history which is rela-

tively, short: it goes back only some forty thousand 
years. Even if we consider such extinct relatives of 

modern man as Swanscombe Man, our racial history 
really goes back only some two hundred and fifty 

thousand years. If we look ahead to the time the earth 

disintegrates, which will be four or five thousand 
million years from now, we have to realize that we 

shall have been replaced, as a species, probably sev-

eral successive times, by more complex and vastly 
more intelligent creatures. 

Through the applications of science and technology, 
mankind has triumphed over physical space and time 

(measured on our own tiny scale). To..day, we travel 
and communicate quickly. As a result, we live longer 
lives than our ancestors did: we experience so many 
more things. We. see more, do more, experience more 
in five years. than our grandfather did in a'whole 

lifetime. We have effectively extended time. Yetif we 

lived a thousand years, we would still complain that 

life is fleeting. . . 

If life is longer today, in the sense described ibove: 

it 	seems truly paradoxical that so many of us still 

find time our mostexasperating and baffling problem. 
The modern sense of frustration and puzzlement.is 
somewhat captured in Gertrude Stein's crazy prose: 

"There must be time . . . This is the thing that is 

most troubling and if there' is the time that i4 as 

present the troublesome the time-sense that is at 

present the most troubling is the thing that makes 
the present the most troubling." 
Time permeates the manager's private arnd personal 

existence as well as his managerial role and task. The 

profound manner way in which time penetrates into 

the pores of human existence is shown by our emo-

tional life. Regret, guilt, nostalgia and remorse, are 

evoked by memory of things past. Physical sensations 
such as heat, pain, or taste, come from contact with 
the present, the "here and now". Anxiety, hope, opti-
mism, pessimism, ambition and desire are feelings 
about the future. Without the effects of time, the 
drama of life would be reduced to banality, 

As we might expect, a manager's concept of time 

says a great deal about his personality and about his 
outlook on life and work. A few examples from inter

views will illustrate the selective differences in per

ception which exist: 
* 	Manager A, when asked what "time" was, in his 

concept, said: "Time is a pure figment of the human 

imagination;it doesn't exist." Manager A happen

ed to be a young man in his early twenties who 

had built a half-million dollar a year business while 

attending university full time. 
* 	Manager B, a senior staff executive in a large 

corporation, whose work demonstrates an exuber
ant and innovative streak, replied to the same 

question: "Time is life; time is living". 
0 Manager C paid: "Time is a resource. It's always 

slipping away. If it's not used when it's there, it's 

irrecoverable." 
0 Manager D: "Time is passage. Things are changing 

as we move through time." 
* 	Manager E: "Time is a rate, a measurement. For 

example, in my business (pulp and paper) the time

rate of productionis. crucial". 
One of the greatest psychological differences among 

managers is in their attitudes toward past, present and 

future. The degree to which a manager is predomih
antly past-oriented, present-oriented or future-orient
ed may have more bearing on his accomplishments 
than any other single factor. Let us examine how and 

why this might be so. Thiswill require looking at the 

relative manageability of the past, the present and the 

future. 
Control over the Fast is impossible. Our passage 

through time is, as we noted earlier, irreversible. To 
quote Horace, in his EpistleF. "There are no footprints 
pointing backward". What was done yesterday car 

. ever be undone. The past is unmanageable. 
. What, then, about the present? The present is cer. 

• . tainly not as unmanageable as the past. But still tht 

present is, very strictly speaking, infinitely short. It i 
the fleeting, ephemeral, instant. It is as thin as tht 
razor's edge. Little can be done to alter events in the 

immediate present. Even if we extend the meaning ol 

the present to mean "this week", the point still re. 

mains essentially true. What happens..this week is. 
mainly what was already in the cards. 

Then what about the future? Here management 
becomes meaningful. When we reach out to the fi. 
ture, we get into a posture where real control is finally 
possible. Orientation toward the future 'puts the 
human being into a position where he has "leverage" 
on time. Archimedes said if he had a lever long 
enough and a place to stand he could raise the earth. 

By orienting himself toward the future, the manager 
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can obtain a similar lever on events. What a manager Weiner, The Year 2000 (New York: The Macmillan 

can cause to happen a month ahead is very much more Company, 1967), is an example. Some of the possi

than what he can cause to happen the next week. And bilities raised by futurism as a science and as a mana
in workswith a six-months' lever the manager, typically, can gerial attitude itself have been examined 

entertain the possibility of real significant control. such as Dennis Gabor's intriguing Inventing the Fu-

The manager - or anyone else - who is aware of ture (Penguin Books, 1962). 

his potential leverage on the future can escape from One of the favourite topics of science fiction, as 
' 

the irreversibility of the past and the limits of the anyone who watches "Star Trek" knows, is time 

present. He can open up a multiplicity of vistas and a travel. The idea of travelling back to long-ago times, 

variety of options. He may have, if anything, a surfeit or into the distant future, excites the imagination. But 

of choices and a dilemma as to which among the many short voyages back and forward in time do not require 

to choose. Professor Herbert A. Shepard of Yale, in science fiction. We can make them any time we care 

personal correspondence with me, summed up the to simply by leaving the sky-scraper city and visiting 

point in a nice aphorism: "The future is as manage- almost any small town, where earlier customs, social 

able as the past is unmanageable". arrangements, beliefs and tempos are seen still to 

An interesting glimpse at what past and future can exist. If we wished to travel farther in time, even ten 

mean in terms of management options was provided thousand years, we could seek out some sufficiently 

by a mining executive: remote Eskimo tribe in the far Canadian North who 

"I'm living with the decisions of my predecessors, still fish, hunt, think, mate and live almost exactly as 

Thirty years ago, they decided to mine certain their ancestors did. 

properties and not others. It can take five years to But the point I really wish to make is that time 

take a mine into production after the decision to travel into past management eras is equally easy. All 

produce. We are now going to increase our empha- one has to do is move from one industry to another or 

one company to another. A company can wearsis on exploration so as to be able to make choices from 
that will not lock the future into no-option situa- 196c calendars on its walls but still be existing in say 

tions. I do not want my successors to have the the 1920's in concepts and outlook. To say that such 

kinds of problems which were bequeathed to me." a company is "old-fashioned" or "behind the times", 

Until recently, the general human tendency has is not quite enough. Such a company really lives, 

been to put more emphasis on the study of the past exists, in the year 1920 in its very essence and being. 

than on the probing of the future. Libraries overflow The calendar hanging on the office wall can com

with books of history. We require our children to pletely falsify the date. Viewed this way, industry and 

study the ancient past. Our communities delight in management present a fascinating vista. Probably few 
setting up "historical societies". Men have devoted companies and managements have yet made the voy
entire lives to the career of "historian". But now a age in time, managerially to A.D. 1969. Many exist, 
competing new academic and practical field of study relatively speaking, in perhaps A.D. 1945; these 
called "futurism" has come into existence. Futurism is would be the companies who are just now acquiring 
a formal discipline aimed at forecasting, describing the new insights into business ard management dis

and predicting alternative futures, technological, covered in 1945. A few companies might be much 
moral, biological, economic, and so on. The options farther back in time. It is probably safe to speculate 

which futurism attempts to reveal may open doors on that only the leading few companies synchronize 
directions and opportunities for the human race which completeiy with thie forward movement of chrono
might otherwise be missed. logical time. 

Futurism, like history, already has its journals, such We are all of us time travellers in the sense that we 
as the international publication, Futures, and the travel down the years on a voyage from life to death. 

American publication, The Futurist. It has its insti- And we have different perceptions of time at different 
tutes such as The Hudson Institute and The Institute ages in the voyage. When we are young, we have a 

for the Future in the United States and Futuribles in shorter past and a longer future than when we are 
France. It has its distinguished scholars, men such as older. The meaning of personal existence and identity 
Herman Kahn at The Hudson Institute, and Olaf has been written by the older person but remains yet 

Helmer at The Institute for the Future. Futures re- to be written by the younger. Again, for the older 
search has already produced a variety of published person, life appears more transient and time seems to 
long-range predictions and conjectures. The very dis- fly by at a faster rate. The increase in rate seems 
tinguished work by Herman Kahn and Anthony J. almost exactly proportional to the increase in age; a 
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day for a 60-year old seems ton times as short as it 

does to a 6-year old. 
Both continuity and change exist time. Con-over 

the idea that "there is nothingtinuity gives rise to 
new under the sun". Change gives rise to the idea that 

nothing is permanent but change itself. Thus we can 

hear references, on the one hand, to a belief that 

"human nature never changes" and, on the other 

hand, to the belief that human nature does change, 

and has changed, over the long time-scale of biological 

revolution, from hairy-ape to naked-ape. At the very 

least, we know that the beliefs and thinking habits of 

men have changed a great deal from primitive times, 

through medieval times, to modern scientific-indus-

trial times. One product of the change in human 
time, the "Generationmentality that takes place over 

Gap", is currently evoking a mix of apprehension and 

curiosity among to-day's middle-aged managers. The 

attitudes and behaviour of the present teen and post-

teen generation seem often incomprehensible, 
the generation gap is not mythical and it is not 

temporary. Considering the fantastic amount and rate 

of recent change, it is quite conceivable that today's 

younger people are really a new psychological breed 

of man. They could be more different from the mid-

than the latter is from medievaldle-aged executive 

man. 

One managerial result of accelerating change is that 

there are several different psychic generations simul

taneously present in the corporate heirarchy at one 

time. In some companies middle and upper-middle 

management are a generation in advance of their sen

iors in their conceptual view of business management. 

These middle-level managers themselves may be, in 

turn, considerably behind the firm's twenty-year olds 

with regard to still other concepts, perhaps particu

larly those having to do with values and pzrsonal 

philosophies. 
to a point in manage-To conclude, we have come 

ment history where the pressures and the dilemmas of 

time have become unbearable for all too many m~na

gers. Yet it has been my thesis that time-problems 

are surmountable, provided an attack is launched 

upon them, backed up by appropriate attiLudes and 

ideas. But more important in the larger scheme of 

things, is the view of time as the basic process and 

the underlying resource permeating the entire busi

ness operation. The management of time is a new 

frontier which invites exploration, experimentation 
and action. 

'November, 1968, page 148. 

2Indiana Management Review, Spring 1968, pp. 77-85. 
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Interviewing-an Essential 
Executive Function 

Charles F. Cannell and Robert L. Zahn 

THE vice president of the Jefferson Appli-
I ance Company is sitting in his office late 

one afternoon muttering to himself. He is 
recasting the events of an extremely unsatis-
factory day. At 9 o'clock he learned that 
customer complaints had reached a new high. 
As if Lo underline this statistic, an important 
and long-valued customer called at -10 o'clock 
to say that unles.§ the delivery schedule be-
came more dependable, he would have to seek 
an alternative source of supply. 

The vice president had decided to let every-
thing else wait until he got to the bottom of 
this mystery. In order to avoid accusations 
and recriminations, he had begun by talking 
separately to each of the three department 
heads involved-sales, manufacturing, and en-
gineering. Now, as he looks back on these 

About the Authors-
Charles F. Cannell a' id Robert L. Kahn are psy-

chologists who have worked on i3terviewing techniques 
for several years. Dr. Canni.ll was supervisor of 
student counselors at Ohio St ,t.e University and later 
was responsible for devising interviewing techniques 
for large-scale field surveys conducted by the U.S. 
Department of Agriculture. He is now Head of the 
Field Staff at the Survey Research Center and Asso
ciate Professor of Psychology in Journalism in this 
University. Dr. Kahn was formerly head of the rield 
Division of the U.S. Bureau of the Census and is 
now a Program Director of the University of Michi-
gan Survey Research Center and Associate Professor 
of Psychology in this University. 

Dr, Kahn and Dr. Cannell are the authors of a 
recent book, The Dynamics of interviewing, published 
by John Wiley &Sont, Inc. 

of theThis article is adaptd-at the request 
*Editor of this Review-from a longer discussion by 
the same authors in Dun's Review and Modern 
Industry, November 19S7. 

three interviews, it seems to him that each of 
the men reported only the things that he felt 
the vice president could hear without drawing 
any adverse conclusions. 

In short, our executive says bitterly: 
"Everybody covered himself, and I learned 
very little. Our sales manager lectured me for 
an hour on the excellent job sales is doing 
under handicaps. The head of manufacturing 
came in next and sat there like a deaf-mute 
for twenty minutes. The chief engineer was 
too busy defending himself to tell me any
thing. And yet I've got to have that informa
tion. How can I get it?" 

The Wires Are Down 

What does this situation present, other 
than a picture of incipient hypertension? It 
reveals a basic failure of communication, an 
inability to get the facts needed to solve an 
important problem. Yet information-getting 

is an essential part of the executive's job: He 
must have accurate information aS a basis for 

decisions, and he cannot observe personally 
everything on which his decisions must de

pend. Some men, who have tried this, have 
merely become harried and inefficient, and 

have gained a reputation for prying and in
ability to delegate as well. Most executives 

learn, however, reluctantly, that they must 
rely upon others for the information they 

need. 
It is an ironic fact of executive life that the 

higher the man goes in his organization, the 

Reprinted by permission from Michigan Business Review. Vol. 10, No. 2 (March, 1958), 18-25. 
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HOW GOOD AN INTERVIEWER ARE YOU? 

What are the rules for conducting a successful executive interview? Score your

self by arnswe.'- the following true-or-false questions: 
True False 

1. Wording questions in advance interferes with the 
spontaneity needed for successful executive interviewing. Q- EQ 

2. Thinking about what you should have said after an 
interview Is over is probably a neurotic waste of time. Q Q 

3. If you are doing a good job of supervision, you have 
no need for special information-getting techniques. EQ 0 

4. A subordinate will give only information that he 
thinks will please the boss. D Q1 

5. A subordinate never gets much satisfaction out of 
being Interviewed by the boss. EQ EQ 

6. 	The best way for the boss to get gGoid information 
from an employee is to talk to him outside the office. Q Q 

7. An executive learns the most when the employee does 
not even realize that he is being interviewed. 0 Q 

8. 	The good interviewer, listens well and avoids directing 
the conversation. Q Q 

9. 	The interviewer learns most by c-, etimes putting the 
5 5respondent on the defensive. 

10. The best way to get information from an employee
 
an
is 	to convince him that you are meeting on equal basis

that you are both just employees of the same firm. 5 5 
Score yourself on this test by counting one point for each "true" response and 

zero for each "false" response. The perfect score is zero. In the opinion of the authors, 

every one of these ten statements is, in fact, incorrect. 

There are many reasons. Some of them are more important his decisions become, and the 
more indirect must his channels of information closely tied to the very fact that we are so 

be. The head of a large company is likely to experienced in communicating. We have de

base his judgments on information three or veloped ways of reacting to each other that 

four times removed from direct operating ex- are intended, not to facilitate the communica

perience. His role comes to consist largely tion process, but to protect us from appearing 

of information-getting, information-evaluating, ridiculous c r inadequate. And in most cases 
we are not content merely to avoid lookingand information-giving-and his major activ-

out to be, often to the executive's inadequate. We want to appear intelligent,ity turns 
own surprise, merely talking to people. Let us thoughtful, and in possession of other assorted 

look at the problem of information-getting virtues. We want to put our best foot forward. 
see of us 	 pressures arefrom the executive's point of view, and Most recognize that 

how-he can become a better interviewer of his exerted on us through communications from 
other people. We are urged to join certainown subordinates, 
organizations, buy certain books, or smoke a 

Problems of Communication particular brand of cigarette. People some-

Why is it difficult for executives to get times communicate in order to beguile us in a 

information? Since we are all communicators direction in which we may not wish to go. To 

by 	training and experience, why shonldn't an such communication we sometimes reply with 

interview be a simple and efficient interaction omissions and inaccuracies. This is our de

between an expert sender and an equally ex- fense against permitting ourselves to be in

pert receiver of messages? 	 fluenced against our will. 



Failure to Listen 

Again, through long experience we learn to 
anticipate what is likely to be said in a con-
versation. Often, therefore, we don't really 
listen. We may hear only what we expect to 
hear, basing our exnectations on all sorts of 
clues-the speaker's voice or manner or dress, 
for example. We may listen only for the things 
that fit our purpose, stopping as soon as we 
have classified the speaker, satisfied our curi-
osity, or decided what we ourselves are going 
to say next. 

These are the negative consequences of our 
skill in communication. Each of us comes to 
recognize that others may communicate with 
him for a variety of reasons-which may or 
may not be in harmony with his own purposes. 
As a result, everyone spends some of his 
attention and energy trying to code or evaluate 
each message addressed to him in terms of his 
own needs and the motives of the sender. 

The implications for the executive are clear. 
To become a successful information-getter, he 
must understand the motives and barriers to 
communication, and he must become skilled 
in creating an atmosphere in which the moti- 
vational forces to communicate are strong and 
uncomplicated. In short, he must become cap-
able of handling the dynamics of interviewing, 

Barriers to Communication 

The major barriers in an interview between 
an executive and one of his subordinates stem 
from the executive's powers to reward or to 
punish. The executive interviewer is burdened 
with a dual role. He is an information-getter 
during the period of the interview, but he is 
also a decision-maker whose actions have 
direct and important effects on the careers of 
his subordinates. It is hard for him to shed 
these attributes of power completely, and it 
Is still harder for the subordinate to ignore 
them, even for the brief period of the inter-
view. 

Another barrier to communication in the 
executive interview-closely related to fear of 
direct reprisal-springs from the subordinate's 
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relationship to his own colleagues. He may be 
willing to speak about himself, but feel that 

he must parry questions that would require 
him to put others in a bad light. Executives 
who are insensitive to such feelings of obliga. 
tion and allegiance may be puzzled to find, in 
the midst of an interview, that it has become 
impossible to get any more information. 

A third important barrier to communica
tion in the executive interview is the "psycho. 
logical distance" between interviewer and re
spondent. We tend to communicate with 
people who will understand what we want to 
say and have some sympathetic appreciation 
of our viewpoint. When we are talking to a 
person whom we consider unable to under. 
stand and sympathize, we tend to withhold 
information. Ordinarily, in dealing with peo
ple, we judge the extent to which they are 
within the range of our communication, then 
decide what must remain unsaid. 

Alone in the Executive Suite 
It is a truism that presidents of companies 

are the loneliest men in the world. To a lesser 
extent, almost all executives have felt the 
isolating effects of climbing the organizational 
ladder. They have noted how the informality 
and frankness of conversations among their 
subordinates compares with their own stilted 
and restricted discussions with some of the 
same men. As a term, "psychological distance" 
may be new to some executives, but the 
experience it describes is all too familiar. The 
executive interviewer must, therefore, prove 
his understanding and empathic ability. His 
job spells "psychological distance"; his be
havior must counteract this message, and 
stirmulate the motivation to communicate. 

For convenience we can divide the motiva
tion to communicate into two kinds-extrinsic 
and intrinsic. Extrinsic motivation means that 
the communication is undertaken in order to 
bring about some result that is considered 
desirable. The person who initiates the corn
munication may think that the other can 
himself bring about change or can make some 
indirect contribution to a desired change. In 
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either case, extrinsic motivation operates only 
if the communicator perceives the relevance 
of the interview to his own goals and interests, 
and the role of the interviewer in bringing 
about change. 

How do these general conditions for success-
ful interviewing apply to the executive inter-
view? In some respects the executive-inter-
viewer is in a very good position indeed. His 
subordinate knows that he can take construc-
tive action if he wishes. Moreover, the execu-
tive's questions are likely to be most relevant 
to the subordinate's interests. He and the 
executive are members of the same organiza-
tion. They are both dependent on its success, 
and they share in some degree the specialized 
knowledge involved in the creation and mar-
keting of the company's products or services, 
The subordinate may have much to gain by 
giving the executive a better understanding 
of his situation. 

Sometimes, however, intrinsic motivation is 
even more important to the subordinate, 
Intrinsic motivation arises from the fact that 
it is a psychologically rewarding experience to 
talk with a receptive, understanding person 
on a topic of mutual interest. In the egccutive 
interview, intrinsic motivation can operate 
only if the subordinate believes that the 
executive-interviewer has a sympathetic under-
standing of him and what he has to say. 
He must see the executive as capable of 
understanding his point of view, without re
jecting him during the interview or punishing 
him afterwards. 

Putting Motivation to Work 

How can the executive tap these sources of 
intrinsic and extrinsic motivation? 

Unless a strong personal relationship al-
ready exists, he must depend at first on 
extrinsic motivation. This means that he must 
make sure the subordinate clearly under-
stands the purposes of the interview and how 
they relate to his own goals and values, and 
how the desired information will be used. 

Consider the interview situation with which 
we s .. ted: The vice president might have 

opened the interview as follows: "Come in, 
Bill, and sit down. I've just heard from John. 
son & Company that they haven't been get

ting deliveries on schedule. Now, as you 
know, they're among our best customers, and 
there's no use pretending we don't need their 
business. If Mr. Johnson placed his order 
elsewhere we'd be in real trouble. So I'm try
ing to face the problem of what's to be done. 

"I know that we're all working up to ca
pacity, and i'm not suggesting that these 
delays are anybody's fault. This whole situa
tion is too serious to be worrying about whose 
fault it is. What we need is to move in and 
clear up the problem. So I thought I'd talk to 
you and Joe and Harry, and see if among the 
four of us we couldn't come up with an 
answer. After I've had a chance to think over 
the facts you fellows can give me, the four 
of us ought to get together and work out a 
solution. Joe and Harry will be talking pri
marily from the point of view of engineering 
and sales, of course, but for the production 
picture I wanted to talk to you." 

This introduction meets the requirements 
for achieving extrinsic motivation. It makes 
clear the purpose of the interview and relates 
it to the subordinate's own goals. It tells how 
the information will be used. It also reassures 
the subordinate that he is not being threat
ened. 

Developing Intrinsic Motivation
 

How to develop intrinsic motivation to 
communicate is a subtler matter, and one less 
easily illustrated. It depends on the inter
viewer's success in conveying his ability to 
understand and sympathize, his feelings of 
warmth and responsiveness. 

Suppose, after the introductory statement 
by the vice president, the production manager 
replies by saying: "Well, I think the main 
problem is that new die-casting procedure of 
ours hasn't really shaken down yet. You know 
conversion from sand-molding to die-casting 
really calls for a lot of changes and adjust
ments all along the line." What should the 
executive-interviewer do next in order to in
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crease: the, respondent's intrinsic motivation purpose, and it is the interviewer's responsi
to communicate? Below, are two possible re- bility to control the content of the interview 
joinders by the executive, along with the accordingly. To do this, he must know in 
subordinate's probable reaction to each: advance what he wants to achieve. He will 
Intervicwer: Well, let's not blame all our also need to have well in mind the key ques

problems on a technical change, Bill. tions he wants tO ask. This preparation serves 
Changes like that one have been made the interviewer much as a topical outline or a 
successfully in thousands of plants. set of notes serves a man about to make a 

Subordinate:[tohimself] The bos, won't be- speech. 
lieve the truth when he hears it. O.K., I'll But how much preparation is feasible for a 
give him the kind of a story he's looking busy executive and what form should his 
for. Better watch out, though. Sounds as if preparation take? In most cases, all he must 
he's trying to pin this one on me. do is to spend a few thoughtful moments 
For a more ronstructive alternative, con- jotting down major objectives and noting a 

sider the following: few key questions with which to introduce 
Interviewer: Well, I can understand those these objectives into the conversation. 

die-casting problems. Changing manufac
turing procedures always causes some diffi- The Problem of Bias 
culties. Can you fill me in a little more on Can our executive interviewer now be confi
the kind of troubles you're having? dent that the information he gets will be 

Subordinate:[to himself I I guess he's not go- accurate and complete? Uniortunately, not 
ing to put me on the spot anyw,-y. He quite; he still requires techniques for handling 
seems to have some idea how tough these the interaction with the subordinate after 
conversions can be. Maybe I can even get a key question has been asked. Few subordi
some help. nates spontaneously give answers that are 
How do these alternative approaches by the cotnplete and on target. They are much more 

executive-interviewer measure up in the light likely to wander from the objectives or give 
of our criteria for developing intrinsic motiva- only a partial answer. When the interviewer 
tion? The first approach is openly threaten- tries to redirect the interview to the objective 
ing. It subjects the subordinate to immediate or to encourage further response, he may 
pressure, strongly implying inadequate per- unintentionally influence the respondent to 
formance on his part. The second alternative withhold or distort information, and thus 
makes no evaluative judgment, either good or introduce bias into the interview. The inter
bad. Instead, the executive implies that he can viewer, therefore, needs skills and insights 
understand the subordinate's difficulties and enabling him to use an informal kind of 
that he is interested in learning more about probing that maintains the motivation to 
the nature of the problem. His subordinate communicate and focuses the respondent's 
concludes that the boss is genuinely interested conversation on the objectives of the interview. 
and can accept the existence of problems Let us look into the office of the executive 
without looking for a scapegoat. Because the vice president of a company about t open a 
subordinate does not need to be defensive or new plant. A conversation is in progress be
prove himself, he can communicate more free- tween the vice president and one of his assist. 
ly and accurately. ants, Bill Cranston. Bill is talking: 

"Mr. Todd, I really came in to talk to you 
Focusing on Objectives about something that's pretty important to 

But free and unguided communication, re- me. I've been here now for over ten years, as 
gardless of its volume, will not meet the needs you know, and I want to talk to you about the 
of the executive. Each interview must have a- job of managing that new plant in Southfield. 
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I want a job with more responsibility, and I 
feel that that's a job I can really handle." 

What the vice president wants to know is 
how well motivated Bill is to make a go of 
this job, how well he would work out in the 
position, and why he wants to manage the 
Southfield plant. 

Alternative Tactics 


How should the vice president respond to 
Bill's statement? Consider several possible 
responses. 

1. "Bill, that job at the new plant is going 
to take a man who is especially good at work-
ing with people, organizing them into a team. 
I'm convinced that that part of the managerial 
job is going to be more important than the 
technical side of the work. How do you feel 
you stack up on the human relations side?" 

2. "Bill, I'm glad you came in to talk with 
me about that Southfield job. Tell me, what 

are some of the things that have led you to 
become interested in it?" 

3. "Well, Bill, you're one of the men who 
might be in line for that job. As a matter of 

fact, you've done very well it,your present 
assignment, particularly in handling the men 

under you. And the new job is really going to 
take a great deal of that kind of human rela-

is it about that me, whattions skill. Tell 
that makes it look attractive tosituation 

you"i 

One Way That Works 

Any one of these three responses by the 

executive sounds reasonable, but only the sec-

ond does an acceptable job. Response No. 1 

because it tells Cranston thatis inadequate 
Mr. Todd considers human relations skills the 

key qualification for the job. Cranston has, 

in effect, been instructed to emphasize his 

strengths and aptitudes for this aspect of the 

or not he actually possesseswork, whether 
them. 


No. 2 is a satisfactory response. It is a low-

pressure bid for information and offers no 

clues to the aspects of the work or the candi-
date aptitudes that are of special interest to 

the executive. Itis also encouraging. The bief 
expression of pleasure at the conversation 
contributes to the friendly climate necessary 
to obtain accurate Information. It seems likely 
that if Mr. Todd continues and builds on this 
beginning, he will get the information he 
needs to evaluate his subordinate for the new 
job. 

No. 3 looks good suprficially, but it over

does the job. In an attempt to build up a 
friendly atmosphere, the vice president ap
pears to commit himself to Bill. Another 
serious fault in this probe is that it tells 
the respondent what the appropriate answer 
should be. While Responses I and 3 are very 
different in the kind of emotional climate 

which they create, they are almost equally 
likely to develop biased information because 
of the cues provided the respondent. 

The technique of developing adequate and 
unbiased information is called "controlled 
nondirective probing." This technique is 

"supportive," and so motivates the respondent 
to report fully and freely; it controls 'he 
interaction by focusing it on the objectives, 
eliminating irrelevant material. Instead of 
suggesting responses, it leaves the develop
ment of the topic to the respondent. 

Probing for Information 

Controlled nondirective probing is a general 

approach that cannot be reduced to a number 
of stock phrases. But it lies at the heart of 

successful executive interviewing, as the fol

lowing example will show. 

Fred Patterson, a supervisor in the account

ing department, has just entered the office of 

the president of the Blackstone Manufactur

ing Company. Ordinarily, Patterson does not 

report directly to the president but to the 

company controller. Patterson begins the con

versation: 
Patterson:Mr. Smith, I wanted to talk with 

you about my job... 
to talk withSmith: Fine Fred, I'll be glad 

you. What did you have in mind? 

Patterson:Well, what I really wanted to talk 
about was the possibilities of promotion. 
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I've been with the company a long while, biased probing devices-(1) the skillful use 
you know, and on my present job for some of pauses, (2) the use of short phrases of 

time. assent or understanding; and, (3) where 

necessary, simple requests for additional in-
Smith: Um-hum. 
Patterson: As a matter of fact, I figured that formation.theTowardsubordinatethe end hasof thehintedinterchange,athowever, ma

. . . well
due for a proiotion beforeI wasbefore now. [Pause] terial that appears to be too sensitive for him 

"'" bto talk about it freely. He has said that 

Smith: I see. Fred, can you tell me a little "someone has it in" for him, but he has not 
more about that? followed up this lead. 

Patterson:Well, a couple years ago when John Mr. Smith now faces the problem of get-
Green left I thought I was going to get his ting Patterson to speak more frankly about 
job. who or what he believes is blocking his ad-

Smith: I see. vancement in the company. This will require 
a more potent probing device. The president'sPatterson:But I didn't ... 
behavior so far has been so supportive andSmith: [Waits attentively] 

e Inon-threatening that he now feels he can 
Patterson: [continuing. . . and then when afford the risk of going rather directly for tle 

this new accounting opening came up, Ithog fewaoruei'd gei. cameinformation required. Let's see how he does it. 
Smith: Umr-hum. Smith: It looks to you as though someone 

were standing in your way? 
Patterson: And the first thing I know, Bill Patterson: It sure does. I know I'm as good

Johnston got the job instead. as either of those other two fellows, but I'm 
Smith. Well, I can see how this would bother not sure that everyone agrees. 

you, Fred. Smith: You feel that someone has questions 

Patterson:Yeah, it sure did. When Bill's ap- about you then? 
pointment was announced, I really got mad! Patterson: Well ... You know, I've tried to 

Smith: I can understand that, Fred. talk to my boss about this, but I just don't 

Patterson: I'm beginning to think I don't seem to get anywhere with him. Several 
understand what's going on around here. times I've tried to get information from 

Smith: And how do you see it, Fred? him and I just don't get any place. 

Patterson:Well, frankly it looks to me as if Smith: You're wondering how he feels? 
someone has it in for me. Patterson:Yeah, I think my own boss may be 

the one that's blocking me.Smith: How do you mean? 

Patterson:Well, two jobs that I was in line Smith: I can see that this would really bother 
I you.for went to someone else and I know 

could have handled either of them. Patterson: It does, and I'm wondering wheth
er I ought to look for another job if I'm 
not going to get anywhere around here. 

The Probe Conltinues I just don't know where I stand. 

Up to this point the interview has pro- Smith: And finding out how I feel about you 
would help?ceeded quite satisfactorily. From a noncom-

mittal beginning the president has been able Patterson:It would help a lot. I really need to 
to develop an impression of some of the know what my chances are. There's no use 
things that are bothering Patterson. This has just doing the same job if I'm not going to 
been done primarily by reliance on three un- get anywhere. 
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In this part of the interview the president's The Prime Requirements for 

probes consist mainly of summarizing or re-
flecting the feeling that the subordinate is 
expressing. This is a powerful technique for 
stimulating further communication. The sum-
maries used by Mr. Smith in the previous 
example are noncritical; they do not evaluate 
or judge Patterson. The effect of this neutral-
ity is to free the subordinate from fear of 

reprisal or criticism. He feels no need to hide 

information or to cover up. This is the essence 
of a supportive atmosphere. 

Summarizing or reflecting the expressed 
feeling serves another purpose: It demon-
strates to the subordinate that he is com-
municating successfully, that he is being 
understood. Therefore, it stimulates further 
communication. Finally, it fulfills the require-
ment of objectivity, or lack of bias. Since it 

merely reflects what the subordinate has said, 

it doesn't suggest responses or lead the respon-
dent to talk about particular topics. 

Successful Interviewing 

In all this, two prime requirements for 
successful interviewing have emerged. First, 
the superior must be motivated to communi
cate to his superior. Second, the superior must 
focus the content iii the communication on the 
specific objectives of the interview. Each of 

his questions or probes should contribute to 
meeting both these requirements. 

Unfortunately, nobody acquires interview
ing skills from reading an article. Like the 

neophyte golfer who has faithfully memorized 
Ben Hogan's instructions and diagrams, the 

executive-interviewer will find that playing 
the interviewing game is both more difficult 
and more satisfying than reading about it. 

But the executive who acquires the techniques 
of interviewing will discover that he has 

acquired a management tool of the utmost 

value. 
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LISTENING to PEOPLE
 

By Ralph G. Nichols 
and Leonard A. Stevens 

Recently the top executives of a major manu-
facturing plant in the Chicago area were asked 
to survey the role that listening plays in their 
work. Later, an executive seminar on listen
ing was held. Here are three typical comments 
made by participants: 

£I "Frankly, I had never thought of listening 
as an important subject by itself. But now that 
I am aware of it, I think that perhaps 8o% of my 
work depends on my listening to someone, or onyg 
someone else listening to me." 

a "I've been thinking back about things that 
have gone wrovg over the past couple of years, 
and I suddenly realized that many of the troubles 
have resulted from someone not hearing something, 
or getting it in a distorted way." 

C"It's interesting to me that we have considered 
so many facets of communicaiion in the company, 
but have inadvertently overlooked listening. I've 
about decided that it's the most important link inthe company's communications, and it's obviously
also the weakest one." 

These comments reflect part of an awakening 
that is taking place in a number of management 
circles. Business is tied together by its sys-
tems of communication. This communication, 
businessmen are discovering, depends more on 

AuTnops' NOTE: The material for this article comes 
from our forthcoming book, Are You Listening? (New 
York, M,:Graw-Hill Book Company, Inc., scheduled for 
publication September, 1957). 

' See E. J. J. Kramar and Thomas R. Lewis, "Compari-

the spoken word than it does on the written 
word; and the effectiveness of the spoken word 
hinges not so much on how people talk as on 
how they listen. 

The Unused Potential 

It can be stated, with practically no qualifica
tion, that people in general do not know how 
to listen. They have ears that hear very well, 
but seldom have they acquired the necessary 
aural skills which would allow those ears to be 
used effectively for what is called listening. 

For several years we have been testing the 
ability of people to understand and remember 
what they hear. At the University of Minnesota 
we examined the listening ability of several 
thousand students and of hundreds of business 
and professional people. In each case the per;,on 
tested listened to short talks by faculty members 

and was examined for his grasp of the content. 
These extensive tests led us to this general 

conclusion: immediately after the average per
son has listened to someone talk, he remenbers
only about half of what he has heard - no mat

ter how carefully he thought he was listening. 
What happens as time passes? Our own 

testing shows - and it has been substantiated 
by reports of research at Florida State Univer
sity and Michigan itate University I - that two 
months after listening to a talk, the average 

son of Visual and Nonvisual Listening," Journal of Con
munication, November 1951, p. i6; and Arthur W. 
Heilman, "An Investigation in Measuring and Improving 
Listening Ability of College Freshmen," Speech Mono
graphs, November 1951, p. 308. 

Reprinted by permission from Harvard Business Review. Vol. 35, No. 5 (September-October, 1957), 85-92. 
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listener will remember only about 25% of what 
was said. In fact, after we have barely learned 
something, we tend to forget from one-half to 
one-third of it within eight hours; it is star-
dling to realize that frequentlyflin torealze we forget moreorehs. freuenty w foret 

in this first short interval than we do in the 
next six months. 

Gap in Training 
p 	n Tcoming 
Behind this widespread inability to listen lies, 

in our opinion, a major oversight in our sys-
tem of classroom instruction. We have focused 
attention on reading, considering it the primary 
medium by which we learn, and we have prac-
tically forgotten the art of listening. About six 
years are devoted to formal reading instruction 
in our school systems. Little emphasis is placed 
on speaking, and almost no attention has been 
given to the skill of listening, strange as this may 
be in view of the fact that so much lecturing 
is done in college. Listening training - if it 
could be called training - has often consisted 
merely of a series of admonitions extending 
from the first grade through college: "Pay at-
tentionl" "Now get this!" "Open your ears!" 
"Listen!" 

Certainly our teachers feel the need for good 
listening. Why then have so many years passed 
without educators developing formal methods 
of teaching students to listen? We have been 
faced with several false assumptions which have 
blocked the teaching of listening. For example: 

(1) We have assumed that listening ability de-
pends largely on intelligence, that "bright" people 
listen well, and "dull" ones poorly. There is no de-
nying that low intelligence has something to do 
with inability to listen, but we have greatly exag-
gerated its importance. A poor listener is not neces-
sarily an unintelligent person. To be good listeners 
we must apply certain skills that are acquired 
through either experience or training. If a person 
has not acquired these listening skills, his ability 
to understand and retain what he hears wilt be low. 
This can happen to people with both high and 
low levels of intelligence, 

(2) We have assumed that learning to read 
will automatically teach one to listen. While some 
of the skills attained through reading apply to 
listening, the assumption is far from completely 
valid. Listening is a different activity from read-
lng and requires different skills. Research has 
shown that reading and listening skills do ,.t im-
prove at the same rate when only reading is taught. 

This means that in our schools, where little at-
tention is paid to the aural element of communica- 

tion, reading ability is continually upgraded while 
listening ability, left to falter along on its own, actu
ally degenerates. As a fair reader and a bad listen
er, the typical student is graduated into a society 
where the chances are high that he will have to listen 	about three times as much as he reads. 

The barriers to listening training that -have 

been built up by such false assumptions are 
down. Educators are realizing that lis

tening is a skill that can be taught. In Nash
ville, for example, the public school system has 
started training in listening from elementary 
grades through high school. Listening is also 
taught in the 'Phoenix school system, in Cin
cinnati, and throughout the state of North Da
kota. About two dozen major universities and 
colleges in the country now provide courses in 
listening. 

At the University of Minnesota we have been 
presenting a course in listening to a large seg
ment of the freshman class. Each group of stu
dents that has taken listening training has im
proved at least 25% in ability to understand 
the spoken word. Some of the groups have im
proved as much as 40%. We have also given 
a course in listening for adult education classes 
made up mostly of business and professional 
people. These people have made some of the 
highest gains in listening ability of any that we 
have seen. During one period, 6o men and 
women nearly doubled their listening test scores 
after working together on this skill one night 

a week for 17 weeks. 

Ways to Improvement
 

Any course or any effort that will lead to 
listening improvement should do two things: 

1. 	 Build awareness to factors that affect listen
i.biliths
 
ing 	ability. 

2. 	 Build the kind of aural experience that can 
produce good listening habits. 

At least a start on the first of these two edu
cational elements can be made by readers of this 
article; a certain degree of awareness is de
veloped by merely discussing factors that affect 
listening ability. Later we shall discuss some 

steps that might be taken in order to work at 
the second element. 
Tracks & Sidetracks 

In general, people feel that concentration 
while listening is a greater problem than con
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centration during any other form of personal cause of A's slow rate of speech, he has time 
communication. Actually, listening concentra- to think of things other than the spoken line of 
tion is more difficult. When we listen, concen- thought. Subconsciously, B decides to sandwich a 
tration must be achieved despite a factor that is few thoughts of his own into the aural ones that 
peculiar to aural communication, one of which are arriving so slowly. So B quickly dashes out 

onto a mental sidetrack and thinks something likefew people are aware, this: "Oh, yes, before I leave I want to tell A about
Basically, the problem is caused by the fact the big success of the meeting I called yesterday." 

that we think much faster than we talk. The Then B comes back to A's spoken line of thought 
average rate of speech for most Americans is and listens for a few more words. 
around 125 words per minute. This rate is slow There is plenty of time for B to do just what he 
going for the human brain, which is made up has done, dash away from what he hears and then 
of more than 13 billion cells and operates in return quickly, and he continues taking sidetracks 
such a complicated but efficient manner that it to his own private thoughts. Indeed, he can hardly 
makes the great, modern digital computers seem avoid doing this because over the years the process 
slow-witted. People who study the brain are has become a strong aural habit of his. 
not in complete agreement on how it functions But, sooner or later, on one of the mental side

too long.
when we think, but most psychologists believe tracks, B is almost sure to stay away 

When he returns, A is moving along ahead of him. 
that the basic medium of thought is language. At this point it becomes harder for B to understand 
Certainly words play a large part in our think- A, simply because B has missed part of the oral 
ing processes, and the words race through our message. The private mental sidetracks become 
brains at speeds much higher than 125 words more inviting than ever, and B slides off onto 
per minute. This means that, when we listen, several of them. Slowly he misses more and more 
we ask our brain to receive words at an extreme- of what A has to say. 
ly slow pace compared with its capabilities. When A is through talking, it is safe to say 

that B will have received and understood less thanIt might seem logical to slow down our think-
ing when we listen so as to coincide with the half of what was spoken to him. 

1z25-word-per-minute speech rate, but slowing Rules for Good Reception 
down thought processes seems to be a very A major task in helpng people to listen bet
difficult thing to do. When we listen, therefore, ter is teaching them to use their spare thinking 
we continue thinking at high speed while the time efficiently as they listen. What does "effi
spoken words arrive at low speed. In the act ciently asTo answer th ques", 
of listening, the differential between thinking ciently" mean? To answer this question, we 
and speaking rates means that our brain works made an extensive study of people's listening 
with hundreds of words in addition to those habits, especially trying to discover what hap
that we hear, assembling thoughts other than pens when people listen well. 
those spoken to us. To phrase it another way, We found that good listeners regularly en
we can listen and still have some spare time for gage in four mental activities, each geared to thethinking, oral discourse and taking place concurrently

The use, or misuse, of this spare thinking with that oral discourse. All four of these mentime holds the answer to how well a person can tal activities are neatly coordinated when listenconcentrate on the spoken word. ing works at its best. They tend to direct a maximum amount of thought to the message being
Case of the Disenchanted Listener. In our received, leaving a minimum amount of time for 

studies at the University of Minnesota, we find mental excursions on sidetracks leading away 
most people do not use their spare thinking time from the talker's thought. Here are the four 
wisely as they listen. Let us illustrate how this 
happens by describing a familiar experience: proce sed 

A, the boss, is talking to B, the subordinate, (1) The listener thinks ahead of the talker, 
about a new program that the firm is planning to trying to anticipate what the oral discourse is leadlaunh.por isa hisinsanc, ~ will be drawn fromistner.In ing to and what conclusionslaunch. B Isa poor listener. In this instance, he the words spoken at the moment. 
tries to listen well, but he has difficulty concen
trating on what A has to say. (2) The listener weighs the evidence used by 

A starts talking and B launches into the listening the talker to support the points that he makes. 
process, grasping every word and phrase that comes "Is this evidence valldr the listener asks him
into his ears. But right away B finds that, be- self. "Is It the complete evdeice?" 

http:istner.In
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(3) Periodically the listener reviews and men-
tally summarizes the points of the talk completed 
thus far. 

(4) Throughout the talk, the listener "listens 
between the lines" in search of meaning that is not 
necessarily put into spoken words. He pays atten-
tion to nonverbal communication (facial expres-
sions, gestures, tone of voice) to see if it adds mean-
ing to the spoken words. He asks himself, "Is the 
talker purposely skirting some area of the subject? 
Why is he doing so?" 

The speed at which we think compared to 
that at which people talk allows plenty of time 
to accomplish these four mental tasks when we 
listen; however, they do require practice be-
fore they can become part of the mental agility 
that makes for good listening. In our training 
courses we have devised aural exercises designed 
to give people this practice and thereby build up 
good habits of aural concentration. 

Listening for Ideas 
Another factor that affects listening ability 

concerns the reconstruction of orally communi
cated thoughts once they have been received by 

the listener. To illustrate: 

The newspapers reported not too long ago that 
a church torn down in Europe and shippedwas 
stone by stone to America, where it was reassembled 
in its original form. The moving of the church 
is analogous to what happens when a person speaks 
and is understood by a listener. The talker has 
a thought. To transmit his thought, he takes it 
apart by putting it into words. The words, sent 
through the air to the listener, must then be men-
tally reassembled into the original thought if they 
.are to be thoroughly understood. But most people 
do not know what to listen for, and so cannot 
reconstruct the thought. 

For some reason many people take great pride 
in being able to say that above all they try to 
"get the facts" when they listen. It seems logical 

enough to do so. If a person gets all the facts, 
he should certainly understand what is said to 
him. Therefore, many people try to memorize 
every single fact that is spoken. With such 
practice at "getting the facts," the listener, we 
can safely assume, will develop a serious bad 

listening habit. 
Memorizing facts Is, to begin with, a virtual 

impossibility for most people in the listening 
situation. As one fact is being memorized, the 
whole, or part, of the next fact is almost cer-
tain to be missed. When he is doing his very 

best, the listener is likely to catch only a few 
facts, garble many others, and completely miss 
the remainder. Even in the case of people who 
can aurally assimilate all the facts that they 
hear, one at a time as they hear them, listening 
is still likely to be at a low level; they are con
cerned with the pieces of what they hear and 
tend to miss the broad areas of the spoken com

taok 
munication. 

When people talk, they want listeners to un
derstand their ideas. The facts are useful chief
ly for constructing the ideas. Grasping ideas, 
we have found, is the skill on which the good 
listener concentrates. He remembers facts only 
long enough to understand the ideas that are 
built from them. But then, almost miracu
lously, grasping an idea will help the listener 
to remember the supporting facts more effec
tively than does the person who goes after facts 
alone. This listening skill is one which defi
nitely can be taught, one in which people can 
build experience leading toward improved aural 
communication. 

Emotional Filters 
In different degrees and in many different 

our emoways, listening ability is affected by 
tions.2 Figuratively we reach up and mentally 
turn off what we do not want to hear. Or, on 
the other hand, when someone says what we 
especially want to hear, we open our ears wide, 
accepting everything - truths, half-truths, or 
fiction. We might say, then, that our emotions 
act as aural filters. At times they in effect 
cause deafness, and at other times they make 

listening altogether too easy. 
If we hear something that opposes our most 

deeply rooted prejudices, notions, convictions, 
mores, or complexes, our brains may become 
overstimulated, and not in a direction that leads 
to good listening. We mentally plan a rebut
tal to what we hear, formulate a question de
signed to embarrass the talker, or perhaps simply 
turn to thoughts that support our own feelings 
on the subject at hand. For example: 
The firm's accountant goes to the general man

ager and says: "Ihave just heard from the Bureau
 
of Internal Revenue, and . ..." The general 

manager suddenly breathes harder as he thinks, 
"That blasted bureau! Can't they leave me alone? 
Every year the government milks my profits to a 
point where . . . ." Red in the face, he whirls 

' See Wendell Johnson, "The Fateful Process of Mr. A 

Talking to Mr. B," HBR January-February 1953, P.49. 



and stares out the window. The label "Bureau of 
Internal Revenue" cuts loose emotions that stop 
the general manager's listening, 

In the meantime, the accountant may go on to 
say that here is a chance to save $3,000 this year 
if the general manager will take a few simple 
steps. The fuming general manager may hear this 
- if the accountant presses hard enough - but 
the chances are he will fail to comprehend it. 

When emotions make listening too easy, it 
usually results from hearing something which 
supports the deeply rooted inner feelings that 
we hold. When we hear such support, our men-
tal barriers are dropped and everything is wel-
comed. We ask few questions about what we 
hear; our critical faculties are put out of com
mission by our emotions. Thinking drops to a 
minimum because we are hearing thoughts that 
we have harbored for years in support of our 
inner feelings. It is good to hear someone else 
think those thoughts, so we lazily enjoy the 
whole experience, 

What can we do about these emotional filters? 
The solution is not easy in practice, although 
It can be summed up in this simple admonition: 
hear the man out. Following are two pointers 
that often help in training people to do this: 

(1) Withhold evaluation - This is one of the 
important principles of learning, especiallymost 

It requires self-control,learning through the ear. 
sometimes more than many of us can muster, but 
with persistent practice it can be turned into a 
valuable habit. While listening, the main object 
is to comprehend each point made by the talket. 
Judgments and decisions should be reserved until 
after the talker has finished. At that time, and 
only then, review his main ideas and assess them. 

(2) Hunt for negative evidence - When we 
listen, it is human to go on a militant search 
for evidence which proves us right in what we 
believe. Seldom do we make a search for evidence 
to prove ourselves wrong. The latter type of effort 
is not easy, for behind its application must lie a 
generous spirit and real breadth of outlook. How-
ever, an important part of listening comprehension 
isfound in the search for negative evidence inwhat 
we hear. If we make up our minds to seek out 
the ideas that might prove us wrong, as well as 
those that might prove us right, we are less in 
danger of missing what people have to say. 

Benefits in Business 

The improvement of listening, or simply an 
effort to make people aware of how important 
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their listening ability is, can be of great value 
in today's business. When people in business 
fail to hear and understand each other, the re
sults can be costly. Such things as numbers, 
dates, places, and names are especially easy to 

confuse, but the mos straightforward agree
ments are often subjects of listening errors, too. 
When these mistakes are compounded, the re
sulting cost and inefficiency in business com
munication become serious. Building awareness 
of the importance of listening among employees 
can eliminate a large percentage of this type 
of aural error. 

What are some of the specific problems which 
better listening can help solve? 

Less Paper Work 
For one thing, it leads to economy of corn

munication. Incidents created by poor listening 
frequently give businessmen a real fear of oral 
communication. As a result, they insist that 
more and more communication should be put 
into writing. A great deal of communication 
needs to be on the record, but the pressure to 
write is often carried too far. The smallest de
tail becomes "memoed." Paper work piles high
er and higher and causes part of the tangle we 
call red tape. Many times less writing and more 
speaking would be advisable - if we could plan 
on good listening. 

Writing and reading are much slower com
munication elements than speaking and listen
ing. They require more personnel, more equip
ment, and more space than do speaking and 
listening. Often a stenographer and a messen
ger are needed, to say nothing of dictating ma
chines, typewriters, and other writing materials. 
Few people ever feel it is safe to throw away 
a written communication; so filing equipment 
is needed, along with someone to do the filing. 

In oral communication there are more human 
senses at work than in the visual; and if there 
is good listening, more can often be communi
csgod in ngmea n n e omuni
cated in one message. And, perhaps most im
portant of all, there is the give-and-take feature 
of oral communication. If the listener does not 
understand a message, he has the opportunity 
to straighten matters out then and there. 
Upward Communication 

The skill of listening becomes extremely im
portant when we talk about "upward commu
nication." There are many avenues through 
which management can send messages down
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ward through a business organization, but there 
are few avenues for movement of information 
in the upward direction. Perhaps the most ob-
vious of the upward avenues is the human chain 
of people talking to people: the man working at 
the bench talks to his foreman, the foreman to 
his superintendent, the superintendent to his 
boss; and, relayed from person to person, the 
information eventually reaches the top. 

This communication chain has potential, but 
it seldom works well because it is full of bad 
listeneis. There can be failure for at least three 
reasons: 

*Without good listeners, people do not talk 
freely and the flow of communication is sel-
dom set in motion. 

" If the flow should start, only one bad listener 
is needed to stop its movement toward the top. 

" Even if the flow should continue to the top, 
the messages are likely to be badly distorted 
along the way. 

It would be absurd to assume that these up
ward communication lines could be made to 
operate without hitches, but there is no reason 
to think that they cannot be improved by bet-
ter listening. But the first steps must be taken 
by top management people. More and better 
listening on their part can prime the pumps that 
start the upward flow of information. 

Human Relations 
People in all phases of business need to feel 

free to talk to their superiors and to know they 
will be met with sympathetic understanding. 
But too many superiors - although they an-
nounce that their doors are always open - fail 
to listen; and their subordinates, in the face of 
this failure, do not feel free to say what they 
want to say. As a result, subordinates withdraw 
from their superiors more and more. They fail 
to talk about important problems that should 
be aired for both parties' benefit. When such 
problems remain unaired, they often turn into 
unrealistic monsters that come back to plague 
the superior who failed to listen, 

The remedy for this sort of aural failure 

and it should be applied when subordinates feel 
the need to talk - is what we have called "non-
directive listening." The listener hears, really 
tries to understand, and later shows understand-
ing by taking action if it is required. Above all, 
during an oral discourse, the listener refrains 
from firing his own thoughts back at the person 

talking or from indicating his displeasure or 
disapproval by his mannerisms or gestures; he 
speaks up only to ask for clarification of a point. 

Since the listener stands the chance of hear
ing that his most dearly held notions and ideas 
may be wrong, this is not an easy thing to do. 
To. listen nondirectively without fighting back 
requires more courage than most of us can mus
ter. But when nondirective listening can be 
applied, the results are usually worth the effort. 
The persons talking have a chance to unburden 
themselves. Equally important, the odds are 
better that the listener can counsel or act ef

fectively when the time comes to make a move. 
Listening is only one phase of human rela

tions, only one aspect of the administrator's 
job; by itself it will solve no major przolems. 
Yet the past experience of many executives and 

our opinion,organizations leaves no doubt, in 
that better listLning can lead to a reduction of 
the human frictions which beset many busi
nesses today. 

Listening to Sell 
High-pressure salesmanship is rapidly giving 

way to low-pressure methods in the marketing 
of industrial and consumer goods. Toda)'s suc
cessful salesman is likely to center his attention 
on the customer-problem approach of selling. 

To put this approach to work, the skill of lis
tening becomes an essential tool for the sales
man, while his vocal agility becomes less im
portant. How a salesman talks turns out to be 
relatively unimportant because what he says, 
when it is guided by his listening, gives power 
to the spoken word. In other words, the sales
man's listening becomes an on-the-spot form of 
customer research that can immediately be put 
to work in formulating any sales talk. 

Regardless of the values that listening may 
hold for people who live by selling, a great many 
sales organizations seem to hold to the convic
tion that glibness has magic. Their efforts at 
improvement are aimed mainly at the talking 
side of salesmanship. It is our conviction, how
ever, that with the typical salesman the ability 
to talk will almost take care of itself, but the 
ability to listen is something in real need of 
improvement. 

In Conference 
The most important affairs in business are 

conducted around conference tables. A great 
deal has been said and written about how to talk 



at a conference, how to compromise, how to get 
problem-centered, and how to cope with certain 
types of individuals. All these things can be 
very important, but too frequently the experts 
forget to say, "First and foremost you must learn 

to listen at a conferei,.c." 
The reason for this is simple when we think 

of the basic purpose for holding almost any con-
ference. People get together to contribute their 
different viewpoints, knowledge, and experience 
to members of the group, which then seeks the 

tto 
best of all the conferees' thinking to solve a 
common problem. If there is far more talking 
than listening at a conference, however, the oral 
contributions made to the group are hardly 
worth the breath required to produce them. 

More and better listening at any conference 
is certain to facilitate ofexchange of ideas 
so important to the success of a meeting. It also 
offers many other. advantages; for example, 
when participants do a good job of listening, 
their conference is more likely to remain cen-
tered on the problem at hand and less likely to 
go off on irrelevant tangents. 

The first steps toward improved conference 
listening can be taken by the group leade,/. If 
he will simply make an opening statement call-
ing attention to the importance of listening, he 
is very likely to increase the participants' aural 
response. And if the leader himself does a good 
job of listening, he stands the chance of being 
imitated by the others in his group. 

Conclusion 
Some businessmen may want to take steps 

to develop a listening improvement program in 
their companies. Here are 14 suggestions de-
signed to carry on what we hope this article 
has already started to do - build awareness of 
listening, 

(1) Devote an executive seminar, or seminars, 
to a discussion of the roles and functions of listen-
ing as a business tool. 

nowv becoming avail-(2) Use the filmed cases 3for for trasesinogtraining programs. Since 

these cases present the problem as it would appear 
ableabl managementete ilanagement beogms Sic 

are forced to practice good
in reality, viewers 
listening habits in order to be sure of what is 
going on - and this includes not only hearing the 
sound track but also watching the facial manner-
isms, gestures, and motions of the actors. 

'See George W. Gibson, "The Filmed Case in Manage-
ment Training," HBR May-Junc 1957, p. 123. 
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(3) If possible, bring in qualified speakers and 
ask them to discuss listening with special reference 
to how it might apply to business. Such speakers 
are available at a number of universities where 

a part of communicalistening is being taught as 
tion training. 

(4) Conduct a self-inventory by the employees 
rcoarding their listening on the job. Provide 
everyone with a simple form divided Into spaces 
for each hour of the day. Each space should be 
further divided to allow the user to keep track 
of the amount of time spent in reading, writing, 
speaking, qnd listening. Discuss the results of 
these forms after the communication times have 
been totaled. What percentage of the time do 
people spend listening? What might improved 
listening mean in terms of job effectiveness? 

(5) Give a test in listening ability to pe(.,le 
and show them the scores that they make. There 
is at least one standardized test for this purpose. 4 

Discuss the meaning of the scores with the indi
viduals tested. 

(6) Build up a library of spoken-word records 
of literature, speeches, and so forth (many can be 
purchased through record stores), and make them 
available in a room that has a record player. Also, 
lend the records to employees who might wish to 
take them home to enjoy them at their leisure. 
For such a library, material pertinent to the em
ployees' jobs might be recorded so that those who 
are interested can listen for educational purposes. 

(7) Record a number of actual briefing sessions 
that may br held by plant superintendents or 
others. When new people go to work for the com
pany, ask them to listen to these sessions as part 
of their initial training. Check their comprehen
sion of what they hear by means of brief objective 
tests. Emphasize that this is being done because 
listening is important on the new jobs. 

(8) Set up role-playing situations wherein ex
ecutives are asked to cope with complaints com
parable to those that they might hear from sub. 

ordinates. Ask observers to comment on how well 
rean executive seems to listen. Do his remarks 

flect a good job of listening? Does he keep himself 

from becoming emotionally involved in what the 
Does the executive listen in asubordinateway which says?would encourage the subordinate to 

talk freely? 

(9) Ask salesmen to divide a notebook into 
sections, one for each customer. After making a 
call, a salesman should write down all useful in
formation received aurally from the customer. As 

'Brown-CpAsen Listening Comprehension Test (Yon
kers-on-Hudson, World Book Company). 
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the information grows, he should refer to it before 
each return visit to a customer. 

(10) Where a sales organization has a number 
of friendly customers, invite some of the more 
articulate ones to join How do dhe customerssalesmen in a group dis-cussion of sales techniques. 

feel about talking and listening on the rtpartm ofeto the tosaelsaboutmtaliisten? TryogTry get customers makesalesmen? the 
they encounter.listening critiques of salesmen 

and hold a 
(11) In a training session, plan adrhod 

conference o a selected problem and tape-record 
it. Afterwards, play back the recording. Discuss
it in terms of istening. Do the oral contributions 

If 
of different participants reflect good listening? 

the conference should go off the track, try to analyze 

the causes in terms of listening. 

If there is time after a regularly scheduled(12) 
a Ask eachconference, hold listening critique. 


member to evaluate the listening attention that he 

received while talking and to report his analysis of 

his own listening performance. 


(13) In important management meetings on 
controversial issues try Irving J. Lee's "Procedure 
for 'Coercing' Agreement." 0 Under the ground 
rules for this procedure, which Lee outlined in 

detail in his article, the chairman calls for a period 
during which proponents of a hotly debated view 
can state their position without interruption; the 
opposition is limited to (a) the asking of questions 
for clarification, (b) requests for information con
cerning the peculiar characteristics of the proposalbeingcniee;ad()rqet o nomto 

asing considered; and (c) requests for information 
as to whether it is possible to check the speaker'sassumptions or predictions. 

(14) Sponsor a series of lectures for employees, 
their families, and their friends. The lectures 
might be on any number of interesting topics that 
have educational value as well as entertainmentfeatures. Point out that these lectures are available 

as part of a listening improvement program. 

Not all of these suggestions are applicable to 

every situation, of course. Each firm will have 
to adapt them to its own particular needs. The 
most important thing, however, may not be what 
happens when a specific suggestion is followed, 
but rather simply what happens when people 

of the problem of listening andbecome aware 
of what improved aural sllls can do for their 
jobs and their businesses. 

IHBR January-February 1954, P. 39. 



;LF-IMPROVEMENT TIPS 441 

Application to health, social welfare, and family planningDespite the fact that they were written primarily for executives in indus
trial and commercial (profit-oriented). organizations, all of the articles repro
duced above are worthy of careful study by ht.-Ith, social welfaie, and family 
planning administrators. The qualifications which a good manager should pos
sess, as stated in these articles, are fully applicable to not-for-profit enter
prises. For example, each reader should consider which of the four "styles" of 
management (realist, idealist, opportunist, reconciler) discussed in the first 
reading is most needed in his work, and how adequately and consistently he 
is following the appropriate style. 

Questions for discussion and exercises 
1. Which of the four styles of management (realist, idealist, opportunist, 

or reconciler) do you think is most appropriate for a personnel manager of a 
large health, social welfare, or family planning organization? Explain your 
choice. 

2. In the past, executives for health, social welfare, and family planning 
have tended to be important people from other areas of work, such as medi
cine, law, or business. The experience of coming up through the ranks, and 
thereby knowing in some detail the work of each department, is often lacking. 
Do you think a policy should be adopted of grooming younger men who have 
chosen health, social welfare, or family planning as a career to become future 
managers, w-do you think the past procedures should be continued? 

3. Discuss point by point how the materials in the article "Lstening to 
People" are applicable to (a) the personnel office of a health, social welfare, or 
family planning organization, (b) the heads of the various departments, and 
(c) the executive director. 

4. Get permission to investigate how the executive director of a health, 
social welfare, or family planning organization actually spends his time. Keep 
records of his activities for one week of three successive months. Meanwhile, 
study his job and work out suggestions for better use of his time. 

5. The readings in this chapter certainly do not exhaust all of the possible 
topics that could have been listed. Try your hand at writing an essay on, 
"Some Self-Improvement Tips for Executives and Managers of White-Collar 
Workers," incorporating summaries of items mentioned in the readings and 
adding additional ones you think are important. 


