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Preface

The manager is a manpower manager. His ability to handle
people and their problems directly influences the success of his su-
periors, peers, and subordinates. The evidence indicates that the man-
agement of manpower is a very important management function, more
and more executives realize that manpower problems cannot be by-
passed by line officials. Furthermore, manpower specialists know that
their effectiveness depends upon the support of line managers as well
as their own particular competence. This text recognizes these points,
and wherever possible the joint line-and-staff responsibility for man-
power management is specifically indicated.

Traditionally, texts dealing with personnel present the discipline
through a series of definitions of function or technmque, or they discuss
the procedures followed by given firms. It is our belief that more is
gained by including procedural recommendations within a traditional
framework. This text therefore includes suggestions for analyzing
manpower issues and for evaluating the success of function.

The belief 1s that procedural recommendations benefit both students
and practitioners: for the student, the recommendations serve to put
concept mto a more concrete setting, for the practitioner, they may
suggest an untried approach, possibly useful in his particular environ-
ment. The operational views expressed are neither final nor panacean.
All such views, however, have been treated and proven successful in
their respective environments.

Part I of the text treats with certain necessary historical and
philosophical background materials. Part II devotes considerable at-
tention to the basic management considerations of organization, com-
munication, and control. These considerations are, we believe, funda-
mental to all management activity, particularly to the management of

vii



viii PREFACE

men. Men work within and by means of organization. Men cannot
be managed without, or manage without communication. Unless con-
trol is exercised, human enterprise cannot long succeed, except by
chance.

Beginning with Part III, the reader is introduced to the functions
of manpower management. Throughout this part and the remaining
portions of the text, frequent reference is made to the initial chapters.
Furthermore, the interdependent nature of manpower activities is em-
phasized.

The authors are indebted to their students and clients for their
help in testing certain concepts, to their associates for their constructive
criticism, to Mr. Arthur Fehlber of the Hamilton Standard Division of
United Aircraft Corporation for his advice and untiring cooperation, and
especially to Dr. Roger Béllows for his valuable assistance and editorial
contributions. In addition, we are indebted to Professor Sir Ronald
Fisher, F. F. S., Cambridge, and to Messrs. Oliver & Boyd Ltd., Edin-
burgh, for permission to reprint Table No. III from their book Statistical
Methods for Research Workers.
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Machines evercise no judgment or skl except what man,
by God’s grace, is permitted to assign or build into the
machine!  Money spends not itself either wisely or un-
wisely, nor are materials converted to products without
man

PART |

Introduction

Look m upon a meeting of the board ot directors or upon a
meeting of the operating managers of a business organization; listen
to the problems and plans: all involve people. People — how they act
and react — create the problems and solve the problems. People make
the plans and carry them out. The business orgamzation is people, and
its management involves people.

The stockholder elects a board of directors to exercise the policy-
making function of lus company. He and lus fellow stockholders
assign to the board the responsibility for guiding the firm along the
competitive path in an effort to obtain a return on their invested capital.
To do so, the board requires the help of people. Is it any wonder that
the claim is made that the business of management is people?

PEOPLE — A MANAGER’'S WORK

A quick glance at the issues faced by a given manager in a typical
morning of business may emphasize this point.

1. From the time he arises to the time he arrives at his desk,
the manager has to be civil, if not downnght charming, to a number
of people.

2. On his desk is a note to call the head of a company which
buys 20 per cent of his output. He calls. The other party is distraught.
When he has calmed down, it turns out that an order promised for
yesterday has not yet arrived. The manager begins a long series of
checks (all of which involve people) and discovers that a “human
error” existed. He calls back and “eats crow” to keep the customer.

1



2 INTRODUCTION

3. He receives a memo regarding a grievance from an employee
of ten years’ seniority. He contacts more people to ascertain the facts.
He meets with the union representative to discuss the issue.

4. He receives a letter from an irate stockholder who wants to
know why the company should be spending money on a parking lot
instead of increasing the dividend.

5. He receives a letter from a former employee requesting help
in the form of a loan.

6. He receives a letter from a school teacher asking him to allow
a group of students the “run of the place” while they try to collect
data concerning a remote management technique or tool.

7. He picks up the controller’s report and finds that profits are
down and productivity (naturally this refers to people) is down.

8. He finds a forgotten memo concerning a 25-year employee
about to retire and must make hasty preparations for a “warm and
appreciative” send-off.

9. His vice-president of manufacturing comes in with the “I told
you so” attitude and reports that the industrial engineer they hired
two months ago has submitted his resignation.

10. His vice-president of industrial relations (manpower manage-
ment or personnel administration — whatever name you wish) calls to
say that accident insurance rates are going up because of the increase
in the frequency and seventy of accidents. He remarks that a top
management meeting should be held to determine a new policy regard-
ing safety management.

11. The treasurer calls to warn him that the board will probably
be “after his hide” because of the profit decrease. While on the phone,
he also warns that no plans for expenditure of non-productive items
should be made until the transactions for new equipment have been
completed. The manager then must call the head of research and tell
him to hold off on any further capital expenditures; and he must notify
all operating officials to hold off on their new office equipment (the
roll-top desks, will stay another year, and with them, the discontent of
several dozen office workers).

12. He dictates a memo to the superintendent of the night shift,
calling his attention to the decreased productivity and the impact of
increased scrap rates during the night operations.

Talk, write, talk! Talk to people about people; write memoranda
about people and things to get people to do, or not to do certain
things: as Table 1 indicates, the manager spends his time in communi-
cation, and naturally, in communication with people.

MANPOWER MANAGEMENT — A DEFINITION

Some years ago Dale Yoder made the point that: “Manpower
management is the inclusive function of planning, coordinating, and
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TABLE 1
How Managers Spend Their Time in the Plant
Top Plant Management* Operating Managerss®s
Per cent Hours Per cent Hours
of time per month of time per month
Talking (Oral Communication)
Consultation. . , . . . . . .. .. 10.5 14.2 3.3 4.8
Deciding on course of action. ., . . 9.4 12,6 6.3 8.5
Discussion . ., . ... .. .... 6.2 8.3 4.0 5.3
Interviewing visitors . . . . . ., . 3.0 4.0 3.5 4.7
Telephone
Alone . . ., ... ....... 7.1 9.6
Others waiting. . . . . . . e 8.8 11.8 1.1 1.5
Dictating-
To secretary. . . . . . « . . . . 3.7 5.0 03 0.4
To dictating machine. . , . . ., . ¢ ¢ 1.6 2.2
Meetings
Regularly scheduled . , . . .. 1.4 1.9 4.0 5.4
Special . . . . . .. C e e e e 8.0 10 8 8.0 8.1
Luncheon discussions. . . . . ., ., . 14.3 19.4 11.0 15.0
Visiting other offices. “ s e s e 14.7 20.0 36.1 48.9
TOTAL TALKING . . . . . . . . . . 80.0 108.0 84.6 114 .4
Writing
Letters . . . ., . . C e e e e e 1.4 1.9 1.8 2.4
Notes . ., “ s e st e e s e e 2.7 3.7 2.0 2.6
Reading-
Published material. . . . . . ., . 26 3.5
Correspondence. . . . . . .. .. 13 2 17 7 5.8 7.8
Formdata . . . ... ...... 0.8 1.1
Miscellaneous
Clerical work . . . . .. 07 1.0 1.2 1.6
Thinking . . . . . . . . “ s 2.0 2.7 1.2 1.6
Total . . . . . . . v . v v v ... 100 0 135.0 100.0 135.0

*General Manager, Plant Manager, Director of Industrial and Public Relations, etc
**Managers of Operations, Quality Conrrol, Industrial Engineering, etc

By permission from “Tips to Help You Save Time,” Factory Management
and Maintenance, by C L Bruley, 1958, McGraw-Hill Book Company, Inc., N. Y.,
p. 60

directing human resources in economic activities.” The term “inclusive”
is well chosen for this management of people refers to people as indi-
viduals and members of a group, it refers to the management of man-
power wherever a superior-subordinate relationship exists. It refers to
the management of the manpower division within an organization.
The term pertains to every concept, factor, or technique connected with
the economic utilization of the most important of all resources, human
resources.

1Dale Yoder, Personnel Management and Industrial Relations (Prentice-Hall,
Inc,, Englewood Cliffs, N. J., 3rd ed., 1948), p. 6. In his 4th edition, Professor
Yoder expands his definition and effectively removes any doubt as to the inclusive
nature of this pnme management function; cf., pp. 4-12 (4th ed., 1956), passim.



4 INTRODUCTION

OPERATIONAL ACTIVITIES. The operational activities asso-
ciated with the manpower management function arise from the need
to utilize manpower in an economic fashion. These activities include
the factors of: staffing, that is the location and selection of employees,
development, the training and promotion or transfer of employees;
conservation, the work associated with “holding” a workforce together;
and compensation, the matter of seeing to it that employees receive an
equitable monetary return for the effort they invest.

COMMON MISCONCEPTIONS. There still exist some individ-
uals who honestly believe that “manpower management” is the business
of a specially-designated manager referred to as the Personnel Director,
the Director of Industrial Relations, the Vice-President of Industrial
Relations, or by whatever title you choose. It is true that the manager
so designated does have responsibility for manpower management.
It is not true, as the defimition and operational activities indicate, that
he holds the sole responsibility for this function.

Some individuals believe that the manpower management function
is the management of the so-called “personnel department” and its
staff. This also is true. As we have seen, however, 1t is not the whole
truth. The function exists to some degree and in some way wherever
the superior-subordinate relationship exists.

Another common misconception 1s that manpower management and
industrial relations are synonymous. Actually the industrial-relations
activity (labor relations, or labor-management relations) is one, but
only one, phase of the over-all manpower management function. In
Chapter 8, and again in Chapters 20 and 21, this point will be empha-
sized.

Still another musconception holds that “personnel administration”
is one thing — the managing of the employment office — and that the
managing of manpower 1s, 1n reality, a foreman’s function synonymous
with the term “leadership.” There is httle doubt concerning the fact
that every foreman 1s responsible for effectively “leading” his subordi-
nates, and httle doubt that if a so-called “personnel department” exists,
it must be managed effectively. To himit the manpower management
function so drastically, however, would require that one ignore reality.

MANAGEMENT-EMPLOYEE RELATIONSHIP

The definition of manpower management indicates that every man-
ager is, or should be considered as, a manpower manager. A manager
has this responsibility because he must utilize human resources effec-
tively. This sounds quite simple and straightforward. It 1s not, how-
everl In fact, the manpower management function is perhaps the most
compiex function man can undertake.

Complexity arises with the management-employee relationship.
The moment a superior appears on the one hand, and a subordinate
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on the other, a maze of problems develops. Every man has certain
“needs” which must somehow be met. The meeting of these needs is
in itself a complicated matter. When more than one individual be-
comes involved in the same environment, and charged with the pro-
duction of a given good or service, the effort of each to meet the
“charge” whilc at the same time sccking to satisly his “needs,” causes
an increase in the complexity of the situation. Figures 1 and 1A show
this complexity. Manpower management becomes involved, for it is
through this management activity that one seeks to balance the com-
ponents of, and the “needs” of, a business organization. In other
words, manpower management becomes nvolved with the attempts
to satisfy the “needs” of management on the one hand, and the “needs”
of the employees on the other.

Economic Needs I
S — { Human Needs % <+——— A Cowpany's NeedS «— s
a Material Needs a Accomplishment
t t of
1 Physiological Needs i Objectives
8 logical Needs 8 of
f Psycholog <— A Manager's Needs «— | f Profit
Sociological Needs
a Economic Needs . Customer Acqui-
c c sition
t t Continued Life
i Physiological Needs i Community Cit-
o Psychological Needs ' o izenship
n | Sociological Needs An Fuployee's Needs «—
Economic Needs [ T

The Considerations Involved

1. Satisfaction of “needs” requues human application.

2. Satisfaction of the needs that a person cannot supply for himself,
or a company by 1itself, may be supplied by another.

3. That “other” may scck to satisfy a “need” for a person or a company
at a fee This “other” person assumes the role of an entrepreneuer
and/or manager

4. The enterprencuct 1s “hemmed n” by certam fences such as: exist-
g rules of conduct, customs, and mores and taboos, the climate of
government, and past decisions of many kinds .and ongms.

5. In his endeavor to supply products and services, the chances are
that the entreprencuer and the manager will need helpers who wll
become his (their) employees.

8. One notes that need satisfaction contributes to accomplishment of
objectives, and that the system 1s mutually inclusive and regenerative.

THE COMPLEX “NEED” PATTERN OF A COMPANY
Figure 1
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The Satisfaction of Needs in the Industrial Environment

Involves
Entrepreneuer Employee AS
or Manager Manager or Worker
Profit motive. He will take 1

his chances to earn a profit
and avoid losses.

To satisfy already created de-
mands, or create demands which
he can satisfy -- at a profit

<+———Motivation——

2

<~——O0bjective ———

Will furnish employment to ieed
others, and will buy and pay Assistance
for their services.
Employment —
Believes he has ability to
make a profit, possesses some 4
capital with which to finance Abilit
some operation (or knows where y
to get the capital)
Physical environment, tools 5

equipment, materials, and cre-
ates job opportunities.

As a return for what he sup-
plies quality production,
predetermined quantity (pro-

<+——Supplies ——

ductivity) of production,
costs lower\ngn income.

ﬁ\\\\\\\\\\\\\‘\~\\

Demands

~

Prefers not to gamble, wants
the security of predetermined
income.

Through willingness to be an
employee, he will earn income
to maintain a scale of living
commensurate with his knowl-
edge of the proper standard
for him at any given time, and
to better the present scale as
time goes on He is willing
to be a "servant "

Wants to satisfy his needs and
to do so is willing to accept
a wage rather than take the
risk of making a profit.

Possesses a range of skill
from no particular skill to a
highly developed skill which
he can "sell" to the entrepre-
neuer, and may not have the
capital, but if he does, is
unwilling to risk it

Willingness to work for the
entrepreneuer at what he con-
siders a proper rate of pay,
required skills, and possibly
some tools

Maintenance of individualism,
measures of job security and
job satisfaction, opportunity
to advance to better paying
jobs, reasonably good and safe
working conditions, "happi-
ness" for self and family

The Foregoing Makes For The Creation Of
The Management-Employee Relationship

1. At each of the six areas shown above differences of opinion
between enterpreneuver (management) and the employed can arise.
These differences can be resolved temporarily for a limited period of

time by “word” or “contract.’

>

A PATTERN OF RELATIONSHIPS IN NEED SATISFACTION

Figure 1A
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Figure 1A (Continued)

2. In addition to the entrepreneuer and employee there are other
parties at interest in this relationship — suppliers of all kinds, the com-
munity, consumers, the government and stockholders.

3 The entrepreneuer of yesteryear had a dual responsibility — he
was owner and manager of the busmess as well. The entrepreneuer’s
place of yesterday, n many nstances, 1s today exercised by representa-

tives of stockholders who hire managers to do the work of the former
manager-owner.

4. These managers hired by stockholders are “employees” but
work in the interest of the owner(s). Even so, these managers, in
many respects, have the same motivation, objectives, need for employ-
ment, attitude toward abihty, supples, and demands hsted above under
employees

THE KNOWLEDGE REQUIRED

The mapager is constantly involved with people. At the same
time, he is involved with organization, for without organization people
tend to act like the politician who runs from his house, jumps upon
his bike, and rides off in four directions at once.

People in organization require communication! They must talk
and write to each other or they cannot long remain organized, nor
can they produce or sell, finance or expend. And people in organiza-
tion must exercise control! They must set goals, or stand in confusion.
They must plan, or walk in blindness. They must check performance,
or know not what they do. They must correct their errors, or go down
m defeat. Managers are the people who must do these things. To
do, however, one first must know the ms-and-outs of the doing! The
manager of people (or anything) thus requires knowledge of organiza-
tion, communication, and control.

Managing manpower is, in a sense, a very special management
job. Even though every manager is, and should be, a manpower man-
ager, and even though the included functions have a relationship (in
principle at least) to all other management functions, these have cer-
tain distinct characteristics and involve certain distinct problems. These
problems and characteristics relate to the hiring, training, and compen-
sating of people, and to the “holding” together of a workforce. Figure
2 depicts the relationship existing here. That is, it pictures the con-
nection between the basic areas of knowledge required by those who
manage people, and the specific’ management functions necessarily
associated with manpower management.

THE TIME FACTOR. Managers, including those specifically
designated as manpower managers or personnel administrators, exer-
cise their responsibilities within a certain time-span. They work today,
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Life Acquisition
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MANPOWER MANAGEMENT — A THEORETICAL DESIGN
Figure 2

but they do so for tomorrow. What they do today depends in part
upon what wis done yesterday, and what they know or feel must be
done tomorrow. In other words, managers work in the time dimensions
— the past, the present, and the future.

This time “set” suggests that effective work today and tomorrow
will depend largely upon what we have learned in, and from, the past.
It therefore appears that managers require at least some understanding
of what has gone on in the past concerning the field of manpower
management.

THE POINTS OF VIEW

Certain points of view are common to all the Parts and Chapters
of the text.
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1. Manpower management 1s the business of every manager. It
is the prime management function. It stands at the head of the list
of terms allegedly descriptive of the “personnel” activity. The view
is supported by the realization that: (a) Personnel Administration
typically is used by employers to describe or refer to the handling of
employees as imdividuals, or to the general “employment” function,
(b) Labor Relations 1s a term generally associated with the narrow
“collective bargaiming” and “contract negotiation” phase of the man-
power management function, and, (c) Industrial Relations 1s a term
frequently utihized with reference to both in-plant and out-plant rela-
tions with organized labor, and is also applied to the broad area of
in-plant and out-plant problems associated with acquiring employees,
the mobility of workers, and the distribution of labor; furthermore, (d)
Industrial Relations tends to it reference to the manufacturing estab-
hshment, we know, however, that the management of manpower is a
function having principles or considerations common to every organized
undertaking. The point of view held 1s that: every manager, or embryo
manager, should develop an appreciation for the concepts, techniques,
and tools related to the manpower management functions, hence the
emphasis in the text 1s upon the “inclusive” term rather than upon
one of the more restricted terms.

2. Life, in general, 1s a fairly rough affair. Whether one interests
himself with survival in combat, or survival in business, the mere
problem of survival 1s a difficult matter. There is no room for “happy-
tology” or other “head-patting” techmques designed to make people
“happy” in the hard-bitten world of competition® The goal of the
manager is profit (though in some situations the term may be shifted
to “surplus,” or some word not generally associated with money —
hospitals and schools usually do not use the word profit). The attain-
ment of the goal demands that he focus attention upon the people with
whom he works 1n an effort to obtamn his profit. Attention, however,
focuses upon performance, upon accomphshment. The point of view
1s that economic operation of the business and economic performance
of employees (from top to bottom) are the important aims; if the
manager is to succeed in reaching his target he must consider the
“needs” of those involved, but this consideration is not the “end,” it
1s the means to the end.

3. The goals of management begin with profit, but include cus-
tomer acquisition, continuance of life, and “good citizenship” (the com-
munity interest consideration). The economic performance of enter-

2Science is not sure what “happiness” is. Note: although there is no room
for “happytology” in management, the mmportance of employee wants and feelings,
of “morale” and the like can be neither denied nor ignored, as indicated through-
out the first eight chapters and in Chapter 19,
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prise and people does not mean that “profit at any cost” is a correct,
or even desirable, goal. Thus, the point of view is that one seeks to
optimize rather than maximize profit, and the manager seeks to optimize
his relations with people, not “get the most out of them for the least
cost” Exercise of this point of view indicates that when a manager
seeks employees, he seeks those who are totally competent (physically,
mentally, and psychosocially) in terms of the situation and the job
requirements; that when the manager develops people, he does so for
their good and for the good of the organization; that when he compen-
sates people, he does so with their needs in mind as well as the needs
of the company and in turn the community; and that when he seeks
to conserve a workforce, he does so to perpetuate his business, to
minimize his operating cost, to optimize his profit, and optimize his
relationships with the community in general.

4, The importance of union-management cooperation cannot be
denied. Of greater significance, however, is the attainment, and the
maintenance, of a general atmosphere of cooperation. The effectiveness
of an enterprise is largely dependent upon such an atmosphere. As
indicated throughout Part V, management should be genuinely inter-
ested in the acquisition and maintenance of a spirit of “free” rather
than forced cooperation with its work force. Management is constantly
and actively interested in the maintenance of men’s rights. This point
of view permeates the text. Together with it is another.

Cooperation is not a one-sided affair. Those who seek or demand
cooperation must deserve it; those who would deny men their rights
do not deserve cooperation. This point of view also appears throughout
the text.

5. There are those who would have us believe that conflict be-
tween labor and management is a perfectly natural thing. It is true
that conflict has existed, and still does exist, between labor and man-
agement. In many cases, however, the flame of conflict is fed by
men of ill-principle, is fed as a matter of self-interest. “Good” manage-
ment practice demands that managers take an active part in efforts to
eliminate or minimize conflict between labor and management. Good
management demands a “clean house” of its own, and seeks to assist
honest and competent labor leaders to maintain one of their own. This
also is a point of view.

SUMMARY

Manpower management is the prime concern of every manager.
It is an “inclusive” responsibility and function. Its primacy stems from
the fact that people are the business of management. The management
of people is not an isolated responsibility of a specific organizational
unit. It is the responsibility of every manager.



The lessons of today are learned from the mistakes of the
past

CHAPTER 1

Background In Brief

The industrial world has become highly complex Haphazard,
hit-or-miss methods have no place in this environment no matter whether
one speaks of manpower or fiscal management, traiming or research.
Management continuously 1s seeking improved orderliness and methods
for handling 1ts special problems.

The manager works within time dimensions The failures and
successes of the past become the opportumties of the present. How
the manager handles these existing opportunities determines in large
measure the problems he must face in the future. He looks into the
past 1 an effort to understand the present, and in the hope of improv-
ing today’s actions so that tomorrow’s will be the easier.

The field of manpower management 1s no different in this respect
from any of the other management disciphnes. Let us look, therefore,
at the past in the hope that 1t will shed some light upon the present.

THE IMPORTANCE OF MANPOWER MANAGEMENT

During the past two decades the tield of manpower management
has taken on the importance of a “top-drawer” activity. It 1s recog-
nized in the colleges and umversities, the military and government, and
n every alert industrial orgamzation. Appley has said: “Management
is the development of people and not the direction of things. . . .
Management 1s personnel admimstration.”t It has also been said that
“. . . managing manpower 1s the main activity of all managers.”?

1Lawrence A. Appley, “Management the Simple Way,” Personnel, Vol. 19,
No. 4, June, 1943, pp. 595-603.

2By permission from Handbook of Personnel Management and Labor Rels-
tions, by Dale Yoder, H. G. Heneman, Jr., John G. Tumbull, and C. Harold Stone,
(1958). McGraw-Hill Book Company, Inc., N.Y.
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Managers have always been concerned with the need for the
various levels of skills people require to accomplish work. In the past,
however, the importance attached to manpower was often secondary.
Typically, managers focused their attention upon raw materials, costs
of rent, capital requirements, markets, inventions, and the like; but
manpower management received little real attention. It appeared to
enjoy only a “back-seat” position before the turn of the century. This
secondary importance can be accounted for by the following factors.

1. There existed only a limited scientific basis for understanding
and dealing with man, his actions, 1cactions, and needs Only a himited
basis for personnel thmking therefore existed

2. Only a relatively small number of employees were concentrated
under any one employer durmg the 1800’s and before As a group,
therefore, employees had only a weak voice mn any one company and
therr complamnts and needs often went unheard, o1 were completely
1gnored

3. The average commumty did not support concerns engaged mn
similar enterprises, thus, seldlom did all employees in any one town
have simlar employment problems and any real sohdantv of interest
Furthei, the madequacy of commumications hindered the exchange of
views between workeis in separate communitics. These factors also
tended to limit the strength of laboi’s voice and the need for manage-
ment interest mn that voice

4  Although the cmployer-employee 1elationship often existed on
a more-or-less face-to-face basis and resulted in a quasi-family type
association, most employeis failed to consider the employce much be-
yond the pomt of getting the most production for the least cost The
need for personnel work thus tended to be depreciated or ignored.

5. Competitive and tiaditional 1casons emphasized management’s
need to concentrate upon technology Man’s part m that technology
was considered as a purely economic factor, or taken for granted.

6. Immigration and national expansion also seem to play a vital
role, in determming the back-seat position of manpower m the pre-
corporation days Employees of low skill could be quickly replaced
The vast inmgration to this country made this possible, and even facih-
tated replacement of many people of higher skill Discontented workers
could migrate with relative ease if they chose to. The wide physical
frontiers and the government’s free land policies made such action
possible.

The employers’ ability to replace employees, and the employees’
ability to move on when discontented, tended to minimize the effective-
ness of labor’s voice. At the same time it tended to emphasize, for
managerhent, the importance of concentrating upon technological prob-
lems instead of manpower. Unheard, manpower’s problems went un-
tended!
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Admittedly the foregoing presents only a sketchy view. One may
conclude, however, that in the days before the turn of this century
the management of manpower was pretty much a hit-or-miss proposi-
tion, viewed for the most part as merely a hiring and firing activity.?

Today this position has changed. Manpower management in large
and medium sized industrial firms has become a top level activity. Even
in a great many small firms the functions typical of the discipline have
the attention of top level people. Over the years the techniques
involved in hiring and firing and the concepts and methods related
to training and compensation, and to labor relations, have become highly
advanced. Table 2 which appears on an ensuing page presents certain
events significant in the history of manpower management, and indi-

cates the shift from a hiring and firing activity to one of broad appli-
cations.

THE PROBLEM. Although it 1s true that manpower management
has come a long way during the twentieth century and that most
forward thinking organizations recognize 1ts primary importance, some
managers and some groups still treat the function as a second cousin.
There are still those who cut manpower activity at the first sign of a
decline in the economic position of the firm, and who minimize the
mmportance of human considerations as compared with financial and
material factors.

Some people argue the importance of manpower work. Drucker’s
charge that nothing new has been developed for or by the field for
20 years may partially explain the reason for this condition.* More
likely, however, the situation results from some combination of the
following facts.

.. It is difficult to measure the monetary return from expendi-
tures on personnel work.

. .. Itis difficult to define and apply certain manpower techniques.

. . . Scientific approaches to manpower management have grown
slowly.

. . . Foreman and executive training in manpower work is often
very inadequate.

. . . The field of manpower management 1s one of the most diffi-
cult in which to obtain professional training, The field is interdisciplin-
ary, and to achieve a truly professional background one must spend
years in complex study.

3]J.W. Dietz, “This Thing Called Personnel Relations,” (American Manage-
ment Association, New York, 1940), Personnel Semnes, Vol. 45, p. 3, Robert 1. Rees,
Personnel Management (Alexander Hamilton Institute, N Y., 1938), p. 134.

4Peter F. Drucker, The Practice of Manugement (Harper & Bros., Publishers,
N.Y,, 1954), Chapter 21, passim.
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. . . The traditions of the past have clung to many of today’s con-
cepts (and still are taught in some schools and companies).

. . . The manpower philosophy found in the average firm is often
inadequate.

Regardless of these difficulties, manpower management has pro-
gressed. Even though great inadequacy still exists, the manpower

discipline has gained recognition consistently.

TABLE 2

Selected Events Significant in the History of Manpower
Management to 1960

Dat;e:x“ozine Selected Event Remarks
1958-1916 B.C. A minimum wage. Introduced by the Babylonians.
1644 Division of labor. Introduced by the Chinese.
400 Recognition of labor turnover The Chinese.
problem,
500-100 ____ Incentive wages. _____TThe Chaldeans., =
1682 A.D. Application of job specifica- W.A. Young, "Works Organiza-
tions, tion in the Seventeenth Cen-
tury,” Transactions of the
Newcomen Society, IV, pp.
73-101.
1710 Introduction of pension plan, Ibid, pp. 91-92,
introduction of industrial med-
icine.
1790-1860 Organizational departmentali- As American business grew, it
zation. tended to departmentalize.
1792 Beginnings of local craft un- Philadelphia shoemakers.
ionism
1886-1903 Formulation of scientific F.W. Taylor. He recognized
management and beginnings of the need for and suggested the
modern selection concept. concept of selection.
1890 Sherman Anti-Trust Act. Applied to both management and
labor.
1897 American Federation of Labor
becomes leading union.
1895-1898 Differential piece rate incen- F.¥. Taylor devised, applied,
tive wage system. and clarified,
1900 Hiring offices and welfare The "welfare secretary” appears
secretaries appear. as the predecessor of the per-
sonnel administrator.




Table 2 (Continued)

Date or Time
Period

Selected Event

Remarks

1900

1902

1908

1910

1912

1913

1914

1915

1915

1916

1916-1917

1917

1917-1919

1918

1920

United Mine Workers get 10¢
increase.

Company labor department .

Manpower selection tests.
Employment department

Modern type personnel
departments appear.
Employment Managers Asso-
ciation

Vocational Guidance Bureau

Labor turnover re-identified as
a serious cost problem

The Clayton Act

Company labor departments be-
come prevalant. First training
program for employment mana-
gers

Bayonne strike,.

United Mine Workers recognized
as bargaining agent.

Departmentalization of person-
nel work becomes prevalant,

Employment service departments

Procedures to stimulate employ-
ment manager training.

Grievance handling recognized
as a personnel function.

Personnel administration ac-
cepted as involving all activ-
ities related to management of
labor,

15

Mitchell makes first break-
through for group

Plimpton Press.

Walter Dill Scott.
National Cash Register Co.

Ordway Tead sets the time,
Boston.

Boston.

First computational study in
U.S. attributed to Magnus
Alexander in 1913 See his
"Hiring and Firing," Annals
American Academy of Political
and Social Science, Vol. 65,
May 1919,

Amos Tuck School, Dartmouth.

Standard Oil of N.J. Solution

resulted in one of the finest

manpower programs of the coun-
try.

First large scale recognition.

Direct outgrowth of welfare
secretaries.

Federal Government -- War In-
dustries Board.




Table 2 (Continued)

Date or Time
Period

Selected Event

Remarks

1921

1921-1929

1923

1932
1933
1935
1937

1934-1937

1938

1938

1939

1942-1945

1947

1945-1950

1950-1960

1950

1955

1959

Reduction of employment or per-
sonnel activities.

Paternalism in decline.

Definition of the "staff"” na-
ture of personnel (or manpower
management) work,
Norris-LaGuardia Act.

Sec 7(a), NIRA.

Wagner Act.

Wagner Act declared constitu-
tional,

Bitter strikes nation-wide

Walsh-Healy Act.

Wage-Hour Act.

Survivors benefits added to
Social Security Act of 1935

World War II.

Taft-Hartley Act.

Increased public interest in
labor-management relations and
the general area of manpower
management .

Stepped-up interest in "human
relations" and other specific
aspects of manpower management

Increased benefits and cover-
age under social security.

Merging of the AF of L and the
CIO into the AFL-CIO approved
by conventions of both groups

Landrum-Griffin Act.

Cversupply of labor develops
and continues for several
years.

Anti-injunction law begins the
pattern wherein organized

labor achieves full protection
and recognition under the law.

Effort to enforce and secure
unicn recognition. Sit-down
strike introduced.

Government set minimum wages
on federal contracts

Set minimum wages and maximum
hours in interstate commerce
companies.

Labor-management cooperation.

To correct the inequities of
the Wagner Act

Although academic activity in-
tense, industry still moves
ahead slowly.

Extensions took place in 1952
and 1954 also.

To protect the individual un-
ion member and eliminate cer-
tain labor practices.

16
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EVOLUTION. Available evidence indicates the presence of four
stages of development in the manpower field.

.. . The period prior to 1912. for the most part nterest and activity
focused upon hiring and firng. The concentration was upon efficiency,
but gradually change appeared.

. . The period from 1912 through 1929: often spoken of as the pa-
ternalistic era, interest centered upon pseudo-employee morale and

methods directed toward holding the labor supply and retarding union
development.

- . The period of transition — the decade of the thirties — mn which
redirection of manpower methods took place.
- . . The refmng period. a period seemingly extending through World
War II to the present time, a period wheremn the madequacy of the
“economic man” concept has been recogmized and the mmportance of
obtaining labor-management cooperation has become a byword.

In the following sections of the chapter these stages of develop-
ment are examined briefly. Certan cause or background factors perti-
nent to change, their effects, and ensuing changes 1n manpower prac-
tice are discussed.

PERIOD PRIOR TO 1912

As a general rule, management considered the employee as a
purely economic factor of production. Individual efficiency, getting
the most work for the least cost, hiring and firng when necessary —
these were the prime manpower responsibilities. Around the turn of
the century, however, certain factors arose which tended to alter this
approach. Figure 3 indicates the pattern of change taking place.

LABOR’S VOICE. Corporate enterprise tended to concentrate
itself more-or-less 1n specific areas or regions as it grew. The character
of the labor market followed suit and labor skills regionalized. As a
result the common interest, background, and needs of labor intensified
in given communities. Such intensification contributed to the growth
of labor solidarity.

This regionalization also tended to weaken labor’s ability to migrate,
for 1t meant that a man could not be sure his particular skill would
be required in a new commumty. Furthermore, depletion of free
government land (following the turn of the century) reduced attractive-
ness of migration as a way out of an unsavory environment. These
points, plus the need for more people to help meet the demand for
increased production, meant that labor, regionalized and centralized,
grew in numbers and that its voice increased in strength.

As a consequence management found itself faced not only with a
growing labor shortage, but with a workforce growing strong enough

SPhillip Taft, Economics and Problems of Labor (Stackpole Sons, Harrisburg,
Penn., 1942), pp. 34-35, 682-683, 450-453, Chapters 17-24.
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Manpower Management -- 1900

Concept: Employee purely an
economic factor of production
Function mostly hiring and firing

N

Background Factors Leading To Change

. Free Land
Increasing Restrictions On Immigration
Corporate Growth

. Concentration of Skills in Cities

. Technological Development

. Growth of Union Pressure

. Development of Scientific Management
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Effects Of Factors

Developing Manpower Shortage

Strengthening of Labor's Voice

Developing Regional Character of Labor Market

. Developing Academic Interest in Scientific Management

N

Changes Present -- 1912

. Improved Selection of Manpower
Spreading Interest in Incentive Wages
. Introduction of Modern Personnel Department
Increasing Interest in Industrial Welfare Work
-- Paternalism Arrives --

W
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PHASE | — CHANGING PATTERN OF MANPOWER MANAGEMENT —
A GENERALITY

Figure 3

to voice its convictions and seek ways of asserting its demands. Man-
agement thus, gradually became interested in holding its workforce
intact and in developing method. for dealing with the demands of that
force.

REGIONALIZATION OF LABOR. As already mentioned, this
effect goes farther back for its causal base than the others mentioned,
and has its own very natural coincidence. In Colonial times, as industry
developed it did so largely on an “area” basis. For example, New Eng-
land became famous for its textiles and shoes. Whatever the reasons
for this may have been, the original pattern tended to expand rather
than contract as our nation expanded. Also we note that the Gardner,
Massachusetts, area may have been the original furniture producing
region, but instead of dropping out of the picture with westward move-
ment, it became a second region for this skill (both management and
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labor) — second to Grand Rapids. This multiphcity of region extended
through almost all of the industnal fields, even before the era of the
large corporation.

Technological growth, the demand for more production, corporate
growth, and centralization — these factors emphasized the already exist-
ing tendency for labor skill to become regionahzed. The separate sig-
nificance of this was two-fold. First, and running back into the nation’s
early days, it laid a concrete and practical foundation reason for the
growth of both the A F of L. and the C. I. O. concepts of labor organ-
ization. Second, 1t meant that training became a real, though often
unrecognized need, even in the pre-World War I period. (We do not
mean to discount the importance of apprentice programs as apphed
in the early days of this country. Certainly printers, and to a limited
degree even textile manufacturers recognized and applied the concept.)
“Thinking” management and interested academicians began to realize
that a regionalized labor market, particularly in an infant or adolescent
industrial system, 1s a narrow skill market.

SCIENTIFIC MANAGEMENT AND ACADEMIC INTEREST
The combination of these just mentioned prime effects became a form
of pressure which developed into an enhghtened academic interest in
the problems of production, and certainly they appear as motivational
factors behind the work of Frederick W. Taylor.

Taylor, considered the father of Scientific Management, formulated
his ideas in the 1880’s while employed by the Midvale Steel Company
He maintained that the method of wage payment prevalent in industry
at the time was essentially wrong. Belicving that greater production
could be achieved if wages were paid in accordance with the skill
and energy expended by an employee, Taylor held that the worker
should be given only those tasks for which he was physically and
intellectually equipped, and pressed the companion 1dea that manage-
ment positively must provide the employee with the best possible tools
and direction® By the turn of the century these views had achieved
considerable attention.

Their sigmficance was emphasized in both academic and industrial
management circles by the tightening of immigration laws and the
changes mn skill requirements which came as technology improved.
Actually the significance lay in the fact that Taylor’s views specified
the study of men as adjuncts to equipment and sought to create a
transformation of man from inefficiency, in the mechanical sense, to
efficiency. Such a viewpoint and conceptual system appeared to answer
both the shortage of manpower and the traming problems. Because
Taylor viewed man as a simple machine, however, much additional

8Taft, op. cit., pp. 682-683.
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work had to be performed (and is still needed) — all of which served
to pique the interest of many academicians.

Taylor’s work resulted in considerable precision in the measure-
ment of human production effort and triggered the long-smoldering
concept of hiring the right man for the right job. We thus may con-
sider the principles of so-called Scientific Management as the basing
point of modern manpower management.

THE PATERNALISTIC PERIOD

So far as manpower management 1s concerned the change between
the Civil War and World War I was relatively small. True, the ideas
and techniques existing during World War 1 had their inception in
that period, but general adoption by industry just did not occur. Hiring
and firing were still the main, and often the sole, responsibilities of
the so-called personnel man i 1912 and 1915. As indicated in Table
2, however, welfarism (paternalism), departmentalization, interest in
employment practices and the like were developing. All of this was
changing, however, and six factors seem to have been important as

the background.

. Depletion ot free land and curtailment of immgration.
. World War I and its production and manpower demands
. Labor shortage until 1921
. Productivity demand.
. . Union pressure.
. The growth of busmess

FREE LAND AND IMMIGRATION. As indicated in Figure 4,
free land decreased almost to a point of non-existence. Thus the aver-
age worker found it more advantageous to stay put than to seek a
new environment. Mobility was on the wane by the advent of World
War L

Also in effect at the outset of World War I was a curtailed immi-
gration. Deprived of a pair of faciors which previously facilitated the
expedient practice of hiring and firing as the occasion demanded, man-
agement now found it necessary to use available manpower more
efficiently. In other words, each industrial area gradually developed
a relatively immobile and a slowly-growing labor pool.

WORLD WAR 1. At once, manpower and production became
items of short supply. Faced on the one hand by a severe demand for
product (a greater demand, in many cases, than capacity), and on the
other Land by a forced shortage of men, management had to take quick
action. Onme step led to expansion of capacity and technological inno-
vation. Another led to the development of manpower practices de-
signed to improve selection and hold employees on the job.
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LABOR SHORTAGE. In the first place, both management and
the academic world became interested in the problem of labor turnover.
Again, Taylor’s views came mnto play Industrial engineers and man-
power people turned to a broader interpretation of Taylor’s approach
which included attention to: (1) physical conditions, human relations,
and job satisfaction, (2) interest in the relationship between produc-
tivity and human welfare, and (3) the broad 1dea of considering the
success of enterprise in terms of both the human and matenal energies
mvolved.”

Manpowver Management -- 1912

Concept Employee, economic factor of production
to be preserved with or without his approval.
Function. predominantly hiring and firing, but rapidly
assuming all other aspects including labor relations

N\

Background Factors Leading To Change

Free Land Decreased In Importance

World War I

Labor Shortage

Productivity Demand

Intensification of Union Pressure, and Samuel Gompers
Growth of Business

Effects Of Factors

Labor shortage continued until 1921.
The power of unions increased until end of war.
Technological improvement became a constant.
Federal Government's interest in manpower management
via the union stimulated War Industries Board
The manpower management function recognized as a staff
activity

N\

Changes Present -- 1929

1. Paternalism rose to its peak and went into decline
following 1921.

2 Present-day selection, training, pension, incentive,
and worale programs got their start

DU e W~
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THE PATERNALISTIC PERIOD
PHASE Il — CHANGING PATTERN OF MANPOWER MANAGEMENT —
A GENERALITY
Figure 4

TH. S. Person, “Scientific Management,” Proceedings of Intemationql Asso-
ciation for the Study and Improvement of Human Relations and Conditions in
Industry, Vol. 1., p. 17, June 1928, and Rees, op. cit., p. 136.
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In the second place, this shortage provided labor with one more
facilitating factor, one more trump card in its game to achieve major
status in our economy. Short supply and the reduction of immigration
allowed it to raise a strident voice with little fear of retaliation or
of serious challenge.

UNION PRESSURE. As industry in general became more aware
of the intensity of labor’s pressure, management’s susceptibility to plans
designed to placate or combat labor also increased. Thus, in turn, tended
to increase the acceptibility of manpower 1deas and lent reason to those
manpower managers who were. pushing to have their function recog-
nized as something more than a hiring and firing function.

Typical of the times, the United Mine Workers under the leader-
ship of Mitchell progressed from a 10 per cent wage increase won in
1900 to final and formal recognition as bargaining agent in 1916.°
Another example was the Bayonne Strike (1915-1916). It offers further
proof of labor’s significant pressure, but unlike the mine situation, this
labor problem produced a model for future labor-management relations.
Beginning in bloody violence, this strike resulted in the widely-known
manpower policies and procedures of The Standard Oil Company of
New Jersey.?

PRODUCTIVITY DEMAND. Higher productivity, an urgent
requirement resulting from wartime ‘demands and manpower shortage,
continued and even grew following the war. The complex of an increas-
ing population and an increasing international responsibility accounts
for this to a large degree.

At quite an early date 1t became obvious that something more than
engineering mmprovement would be needed to meet this demand. A
way to increase human efficiency and to hold good workers in a com-
pany also had to be found. This further emphasized the need for, and
the importance of, Scientific Management. As might be expected, it
also lent additional importance to the i1deas of manpower people, for
it became cle«r that the problems of human efficiency could best be
dealt with by those having a special knowledge in this area.

INTERNATIONAL MATURITY Passage from adolesence to ma-
turity, always fraught with problems, certainly complicated the situa-
tion for management. As we moved from a second-rate international
power toward the position of world leadership, new responsibilities
developed.

8Taft, op. cit, pp 450-453.

fStuart Chase, A Generation of Industrial Peace (The Standard Oil Com-
pany of New Jersey, 1946).
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Management found itself producing for a world market as well as
a national market 1 In hke fashion, it faced competition from abroad.
All this accounts, to some degree, for a portion of the stimulus leading
to our effective application of mass production. In turn, it led to
further recognition of the importance of manpower management in the
economic picture,

As mass production was apphed to facihitate the meeting of the
production and productivity demand, 1t became increasingly obvious
that workers had things other than wages on therr minds. To hold
these workers in a given industrial situation, management found it
necessary to go beyond the motivational factor of wages. Not to be
mterested in this meant a real chance that competition, either in this
country or overseas, would pick up the market for the goods they
would then have failed to produce.

BUSINESS ITSELF. Business grew, 1its technology changed, and
its effect upon regional and national economy broadened through this
period (1912-1930, approximately). As this took place, centralization
and regionahzation of labor skill intensified as did the voice of labor.

In addition demands for more production increased, but the supply
of labor failed to increase in proportion The demand for greater pro-
ductivity continued to increase consequently, and farsighted men, even
before the thirties, began to reahze that the situation would continue
for many years to come. The need to find ways of reducing labor turn-
over and increasing individual efficiency thus was further emphasized

Furthermore, changing technology, 1n the face of labor shortage and
regionahzation of skill, and in the company of continually expanding
product demand, sigmfied the need for improved methods for training
and retaining employees Al of these effects had a causal relationship
with the expanding power of unions Tlis in turn served to intensify
the already-existing stnfe between labor and management and paved
the way for the events of the thirties.

EFFECT In general, the most pronounced effect of these several
factors was threefold. First, the shortage of labor continued, second,
the power of unions increased to the point where they were fast becom-
ing a major economic factor, third, technological improvements, plus
the rise of totally new processes began to appear as a functional con-
stant to industrial progress

MANPOWER CHANGES. Acting in a casual sense, this threefold
effect led to the development and rather uncritical acceptance of “pater-

10Thomas C Schelling, International Economics (Allyn and Bacon, Inc, Bos-
ton, 1958), pp. xii1 indicates that some 3 to 4 per cent of our production is for
foreign market. This same picture seems to have held true back in the twenties.
Although the percentages may seem insignificant, the real quantities are, and have
been, sufficiently large to warrant considerable of management’s attention. Today,
for eg:xample, they appear at $18.4 billion according to Newsweek, May 16, 1960,
p. 8 -
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nalism” as the “correct” manpower approach. Although based upon cer-
tain reasonably scientific and reliable approaches,!! this type of man-
power management was largely manipulative m concept and often
handled by persons of limited professional stature.

Testing, participation (1n name) programs, training programs, pen-
sions and stock sharing, incentives, company stores and housing — all
these features appeared to some degree in the average “paternalistic”
personnel program, particularly in the decade of the twenties.’? Not so
different in the saying from what we find today, they were vastly
different in concept and application 1n most cases.

Under Taylor, personnel originally was treated on a purely eco-
nomic basis. Under “paternalism” the approach broadened to a con-
sideration of employee morale as well. As the twenties developed, it
became quite fashionable to consider working conditions.

Technically, the folly behind this “paternalism” lay in three areas.
First, value was taken largely for granted and critical analysis (either
before or after installation) was usually lacking. Second, most appli-
cations, based as they were upon ivory-tower thinking instead of
analysis, fell short of their avowed goals of reduction of turnover and
absenteeism, or union pressure, and they failed to improve morale and
productivity. Third, in all too many cases the real motive behind such
personnel policies was a desire to erase the hold that umons attained
during World War I.

We now realize that “paternalism” undermines employee self-
respect, establishes unattainable expectation on the part of employees
(and even coerces to a degree), and fails to achieve greater produc-
tivity. Although this negative pattern is real, good did come out of the
experience.

First, the programs of the twenties pioneered, to a limited degree
and often in uncritical and invalid manner, the idea that manpower
problems have both a personal (individual) and a group Dbasis.!®

11Employee testing (intelhigence and trade) got its real start in 1917 when
scarcity of manpower led to creation of the Committee on the Classification of
Personnel. The first extensive work on fatigue, accidents, industnial health, and
absenteersm and turnover was sponsored by the Bntish Governmment in 1915

12Designed to assure an adequate supply of “satisfied” employees, these poli-
cies and practices were termed “paternalism” J. W. Dietz, “Organizing the
Personnel Function of Management,” Proceedings of the Seventh International
Management Congress, Washington, D. C., 1938, Session I, p 3ff.

13Although numbers of personnel problems are group problems, consideration
of the employee in organization, in nformal groups, and in the environment of
one single companion leads quite reasonably to the proposition that many such
problems are at least a combination of individual problems; and begin as indi-
vidua! problems, and, in the final analysis the individual employee is in and to
himself a problem to be dealt with by those in management positions. And, as
such, he is both contributor to and affected by; and as affected by, so contributes
back to the group problem. Thus, the manager must be skilled in dealing with the
individual and group as well.
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Second, a decade and a half of gestation provided a base of experience
invaluable to the investigators interested in management and man-
power. In addition, Taylor’s “machine model” of man — upon which
so much of this personnel thinking was based — stirred roots of dis-
belief and facilitated real interdisciplinary interest in manpower and
its place in the hierarchy of industrial orgamzation and practice. Third,
the real development of manpower selection and placement technology
appears in this era (resulting from wartime necessity). Regardless of
its frequent bhind and harmful application, this early testing provided
a real base for future work. The same may be said of employee health
and safety measures.

In summary, it appears that all was not wasted. Even though the
first efforts to make manpower management something more than a
hiring and firing responsibility turned out to be manipulative, and
designed in too many 1nstances as a means of combating unions, they
formed the basis for future development in the field.

THE PERIOD OF TRANSITION

The crash in 1929 marked the start of another period of develop-
ment in the manpower field. Extending from approximately 1929-1930
to the beginming of World War 11, several factors identify this era as
indicated by Figure 5. First, the crash of 1929 reversed or reduced
previous production pressures and manpower shortages. Second, gov-
ernment policies developed into a typically interventiomist bias. Third,
academic interest continued to expand as an interdisciplinary factor.
Fourth, as World War II approached, the former productivity pressures
and labor shortages returned.

Though we had weathered a serious agricultural depression in the
early twenties, the complex interactions of national and international
economics became so unbalanced that the stock market collapse in 1929
had an almost instantaneous effect upon many industrial units. Though
we moved through the torturous path of the cycle from boom into
depression, as far as manpower was concerned the effect came, so to
speak, overnight

CRASH AND DEPRESSION. Not long after the crash many con-
cerns discarded their paternalisic programs. Of necessity, business
leaders began to view the paternalistic programs as pure luxury.
Though often condemned irrationally, the simple fact was that, unable
to market a product, many businesses were unable to meet interest
charges, let alone pay for philanthropic programs.

In many circles this rather sudden removal of the “fatherly” hand
created a deep resentment. Unions which previously bucked these
programs (on the ground that management used them as an excuse to
arbitrarily maltreat workers and abuse its authority, and because they
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Manpower Management -- 1930

Concept Employee an economic being with some
attention to the social side. Confused!
Function. most of the current functions were

present to some extent.

N

Background Factors Leading To Change

. The crash of 1929
. Franklin D. Roosevelt and the New Deal
Expansion of interdisciplinary academic interest.
World War II and productivity demand and labor shortage.

N

Effect Of Factors

Almost complete removal of manpower shortage
Distinct reduction in manpower management activity
Sudden concentration upon the union problem

. Return of productivity demands and labor shortage.

N

Changes Present -- 1940

. Removal of paternalism.

. Reduction of general personnel work

. Transition from industry-centered free-market
economy to a planned economy, and transition
from broad interest in manpower work to the
narrow problem of labor-relations.

4. Association of labor peace with cooperation

and participation
5. Addition of synthetic causes to labor shortage

»ow N

- W N -

w N -

THE PERIOD OF TRANSITION
PHASE Il — CHANGING PATTERN OF MANPOWER MANAGEMENT —
A GENERALITY

Figure 5

had no voice. in their establishment) now tound it expedient to condemn
their dissolution — such a move placed them 1 a righteous light!

In addition, individual employees appear to have resented loss of
the “fringe” benefits common to paternalism almost as much as they
resented or feared loss of their jobs. Many academicians and govern-
rfnent personalities viewed this abandonment as the action of men of bad
aith.1*

Elimination of paternalism was not the only factor to mark the
initial stages of this period. Actual reduction of product demand took
place and, coincident with this, the manpower shortage diminished.

14Clinton S. Golden and Harold J. Ruttenberg, The Dynamics of Industrial
Democracy (Harper Bros., New York, 1945), p. 5ff.
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INTERVENTIONISM. Unions lost considerable prestige and pow-
er during the twenties as a result of managements application of
paternalism. All through that period they sought to combat this man-
agement success on the oné hand, and, on the other, to achieve
immunity from the law as had their British brothers under The Trade
Disputes Act of 1906. During this period unions sought the full
sympathy of government.!®

Following the true form of the interventionist, certain of the hier-
archy of the New Deal recognized the rich prize offered by union
leaders and played for the “class” vote.’® In return for the support of
organized labor, and through such measures as the Norris-LaGuardia
Act, Section 7(a) of the National Industrial Recovery Act, and the
Wagner Act, this immumty appears to have been provided effectively.
With it came the full sympathy, prestige, and power so avidly sought.

At the same time, unions and government applied pressure for the
reinstatement of many previously “objectionable” fringe benefits typical
of paternahsm. Now, however, these features were developed at the
bargaining table as union demands, and were installed with union
participation, or they were given impetus and respectability by law
(price setting and control, minimum wage laws, and social security).

INTERDISCIPLINARY INTEREST. Beginning early in the cen-
tury and gaining 1n strength durning the twenties, academic interest
was a primary factor in the manpower field during the decade of the
thirties. As the work of Whiting Wilhams, Elton Mayo and his group,
and others like Robert Hoppock, R. B. Hersey, J. B. Houser, and Thorn-
dike,!” became relatively common diet, this interdisciplinary interest
expanded and gradually the foundations of practical system were laid.
Psychological testing, planned promotion, job evaluation, and effective
statistical applications were added to the already-developed industrial
engineering concepts.

PRODUCTIVITY DEMAND AND LABOR SHORTAGE. The
impetus of war lay behind these factors. As Hitler began actively to
challenge the major powers, our international trade increased. By 1940

15K Braun, The Right To Organize and Its Limits (The Brookings Institute,
Washington, D. C., 1950), pp. 38-39.

18Sylvester Petro, The Labor Policy of the Free Society (Ronald Press Com-
pany, New York, 1957), pp. 60 and 184, 184-186, and Chapters 12 through 18
passim.

17Elton Mayo, The Human Problems of an Industrial Civilization (Harvard
University Press, Division of Research, Boston, 1933); R. B. Hersey, Personnel
Journal, “Psychology of Workers,” 1936, Vol. 14: 291-296; Robert Hoppock,
Job Satisfaction (Harper & Bros., New York, 1935); J. D. Houser, What People
Want From Business (McGraw-Hill Book Company, Inc., New York, 1938); Whit-
ing Williams, Mainsprings of Men (Charles Scribner’s Sons, New York, 1925).
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we had begun our own military build up. With this increasing demand
for industrial goods there came a new surge of production improve-
ments.

The demand for more production, the changing technology, and
by 1941 the drafting of manpower combined to create a new era of
manpower shortage. Added to these natural factors are the synthetic
features of the “make work” policies of the unions.

As product demand increased, industry found itself confronted by
a workforce having little interest in improving productivity. Further-
more, the interventionist rulings of the administration provided no
relief. This had the same relative effect as an actual removal of man-
power from the production line would have had: it caused a widespread
and vigorous renewal of management interest in productivity.

Probably because there were some notable examples when man-
agement did not have to give in to unions and where the companies
prospered, and because of other examples in which peace and quiet
reigned in the presence of unions, academicians and practioners began
to associate such peace with “cooperation” and participation, and the
realization that men really did have things other than money on their
minds.!® This led to increased study of techniques designed to discover
the levels of, and the means to improve, a worker’s job satisfaction. The
transition thus rests upon the shift to a more objective research
approach.

Previously labor shortage had been marked as a purely natural
phenomena, but now it was complicated by a synthetic factor which
would not respond to standard, traditional controls. In the past such
shortages tended to result from expanded demand and expanded physi-
cal frontiers. Now, although these same factors exist to some degree,
they are complicated by a labor force which believes in “make work”
policies and a government which fosters such beliefs.

Though change did take place, one thing seems to have remained
unchanged: the general management attitude toward the manpower
management - concept. Apparently that attitude still focused upon
material efficiency. Instead of seeking real cooperation, management’s
position regarding both union and government was defensive. Elton
Mayo seemed to summarize the situation when he stated: “Our methods
are all pointed at efficiency, none at the maintenance of cooperation.”?

THE REFINING PERIOD

On the surface this period seems to embrace two distinct eras, but
a run of common interest and effort courses through it, providing a

18A few notable examples are: The Standard Oil Co. of New Jersey; The
ll\,/{cCormick Co. of Baltimore, Filene’s of Boston; and Phelps Dodge’s Habirshaw
ant.
19F. J. Roethlisberger, Management and Morale (Harvard University Press,
Cambridge, Mass., 1947), pp. xix.
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certain stability as well as a hallmark. Cooperation: wital, and avidly
pursued during World War II; its importance held even after cessation
of hostilities, though, admittedly, on the surface it did decline. The
characteristics of this period appear in Figure 6.

Manpower Management -- 1940

Concept Still the economic man concept but
concentrating upon beginnings of sound social
man concept Cooperation recognized as needed

Function manpower management activity increased
and all current aspects embraced

\

Background Factors Leading To Change

VWorld War II

Government Action

Recognition by Management and Labor of the
need to cooperate

\

Effects Of Factors

Productivity demands increased

2. Labor shortages increased.

3 Management, Labor, and the Public
found themselves controlled.

4 Avenues of cooperation and mutual

interest were developed

\

Changes Present -- 1945

1 Labor and Management learned that
cooperation was possible

2 Manpower management techniques had
been revised and improved

3 Wage data and evaluation improved

4 Inequity and Conflict still existed

Changes Present -- 1950

1. Public Interest in Manpower Management
reached a new peak
2 Inequities of the Wagner Act were attacked
through Taft-Hartley.
. Union back on the defensive,
. Fear of depression led some managements to
diminish manpower management activity
5. Manpover management techniques continued to
be refined, and academic interest intensified.
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THE REFINING PERIOD
PHASE IV — CHANGING PATTERN OF MANPOWER MANAGEMENT —
A GENERALITY

Figure 6
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During the period 1940 to 1942 thinking men in the industrial
and the academic worlds had come to realize that Taylor’s “machine
model” of the worker lacked reality. At the same time they saw that
the manpower technology developed during the two previous decades
contained many fundamentally sound methods and ideas. They there-
fore set out (even before the administration took action) to discover
the basis for cooperation on the one hand, and, on the other, they
sought to innovate or improve upon existing technology. Employment
testing, interviewing, job analysis and evaluation, job security devices,
pension systems, and motion and time study all came under scrutiny.
The idea of man as a social as well as an economic being achieved
continuously increasing emphasis.

Before these freely-generated efforts really got off the ground, how-
ever, World War II struck. Government stepped in, and cooperation
and refinement of manpower technology became a matter of necessity
and an obligation by edict.

WORLD WAR II From the point of view of manpower manage-
ment, the salient aspects of this period are four. First, the demands
of the war made an increase in production and productivity neces-
sary. It also meant that some eleven million people, many of whom
had to be removed from the normal labor pool, had to be put under
arms. Total war demanded expansion of that pool by some twelve and
one-half millions, including the addition of women and, in some cases,
previously unemployable persons. The necessity for expanding the labor
force meant an extreme training effort was necessary, and some 25 per
cent of the labor pool was actually trained and retrained during the
war period.

Second, to control this labor pool and provide some guarantee
that production and combat necessity would be integrated, a War
Manpower Commission was established by executive order. A mini-
mum work week of 48 hours was imposed in 1943. The labor pool
was mobilized, allocated to industry and area, and the Commission
attempted to increase its efficicncy (output). Further, it classified
the labor market regarding shortages and surpluses, developed manning
tables, located and eliminated (or attempted to) hoarded labor, and
created the now famous Training Within Industry (TWI) program.
The Commission’s business was conducted via local “employment stab-
ilization plans,” regional units established in each major labor-market
area. The Commission also advised the armed forces, the government,
and industry and labor. Most significant in this connection is the fact
that the Commission itself was advised at the national level by a na-
tiona: management-labor committee, and at the local level the regional
directors were advised by local management-labor committees. The
“armed camps” were thus forced under “one flag.”
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Third, a War Production Board with a labor production division
was created. This division advised the Board on matenals control and
contract allocation; the object was to resolve problems, particularly at
the local level, and to protect the interest of labor and the individual
worker. Labor-management committees were created and appeared
in some five thousand plants. They dealt with absenteeism, tardiness,
efficiency, grievances, housing and transportation, maintenance of tools,
equipment, and morale. The division also published the Labor-
Management News, but, as in the previous case, the really impressive
contribution rests with the jont committee of labor and management.

Fourth, a Tripartite National War Labor Board was developed and
charged with the responsibility of deciding labor disputes otherwise
unsettlable between the parties. A second charge developed: to control
wage changes. It was composed of a national and 12 regional boards.
The board fostered the establishment of positive grievance procedure
as a matter of contract. It allowed “closed shop” only where the prac-
tice already existed, and held 1n other instances to a 15-day escape
period under mamtenance of membership agreement, and allowed con-
tinuation and extension of check-off. For wage stabilization it depended
initially upon cost-of-living allowances (“little steel” or “maladjust-
ment”) designed to remove inter- and mntra-plant inequities. The sig-
nificant thing was that for the first time a really intensive and exten-
sive compilation of wage data was developed.

For the most part, establishment of these commissions brought on
a threefold change. First, labor and management learned they could
get along when they had to. A practical base of application or expe-
rience thus was laid for future investigation regarding cooperation and
participation.  Second, many of the manpower techniques were signifi-
cantly revised and improved — and by joint action. Third, we developed
a wealth of highly important wage data, the machinery for its regular
collection and evaluation, and (most important) a distinct recognition
of the significance of such data.

POST-WAR PERIOD TO 1950. The steps taken before the war
and before government action during the war, as well as the wartime
activities, resulted in another change: a vastly increased public interest
in the complexities of manpower management, particularly with respect
to labor-management relations. In addition, the majority of practitioners
and academicians now recognized the real importance of the field, for
the war had taught that manpower could not be properly placed,
trained, or shifted from job to job without giving attention to the cause
and effect basis of behavior.

It is not strange, then, to find the technology of manpower manage-
ment undergoing continuous improvement even though the exigencies
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of war no longer existed. This was not, however, the only course of
events!

In some companies refinements had been adopted merely because
of government edict and wartime necessity — not because of a sincere
belief in their significance to all-round “good” management. In such
companies the end of the war and the predicted depression served as
the perfect excuse to “dump” the “costly” personnel ideas. In turn,
this meant that the unions involved were forced to fight to prevent a
recurrence of past history. These factors tended to reduce the effective-
ness of the wartime refinements and to increase the difficulty of con-
tinuing improvement.

As a further complication to the post-war period, we note that
many of the inequities tharged against management in the thirties
were being charged against unions in 1945 and 1946. The result of
this was to stimulate the idea of containment or, in some cases, destruc-
tion of union power. Personnel policies and practices reflected this
idea, and enough public and political support developed to enable
passage of the Taft-Hartley Act in 1947.

Although developed to restore a semblance of balance and equity
to the labor-management picture (equity for the individual worker as
well as for management) and although actually written this way, the
hierarchy of the major unions set up an angry roar They quickly set out
to recover their status, including immumty. Management, therefore,
found itself dealing with an angry union, just as unions had dealt with
an angry management back in 1935. Naturally this put a crimp into ef-
forts to improve cooperation, and in many cases wiped out the advances
previously made. Beneath the surface, and despite the strife, how-
ever, researchers and men of good will continued to seek personnel
methods that would foster cooperation and efficiency. More and more
companies adopted the manpower views being advanced by these men
and women.2°

In summary, the casual factors — war, its high production demand,
shortage of manpower, and need for greater productivity — all led to
intensive efforts to develop real cooperation between labor and manage-
ment. The government commissions created to this end succeeded,
temporarily at least. The lasting success, however, rests in the fact
that public interest in the employment situation was finally achieved.
The forward strides made in the areas of cooperation and efficiency
were halted in 1947, however, when the union’s power was challenged
by passage of the Taft-Hartley Act. The remainder of the decade con-
tained little but strife and confusion in all too many concerns. The
effort to refine manpower technology did continue, however, in schools
and individual companies.

20Stuart Chase, Roads to Agreement (Harper & Bros.,, New York, 1951).
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SUMMARY

Prior to 1900 it is reasonably certain that the real extent of man-
power management was limited to hiring and firing, and based upon
a mechamistic concept of man. The first two decades of this twentieth
century evolved a different picture. Manpower techmques were de-
veloped, techniques designed to improve the abulity to select employees
properly and methods designed to establish a more equitable wage
picture. Efforts to hold the workforce together also were initiated.
Although during the next decade-and-a-half conflict between labor
and management remamned intense, the situation has shown improve-
ment since the 1940’s. Furthermore, throughout the past three decades
the techmiques and tools of manpower management have been sub-
jected to continuing refinement. One discovers that regard for the
employee as a “social” bemng, and recogmtion of the need for coopera-
tion between labor and management as a group and employees and
managers as individuals, has taken root. We have progressed to the
pomnt where we now know that the mechamstic concept of man as
an employee is totally inadequate.
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The Past Is Prologue

CHAPTER 2

An Emerging Manpower Philosophy

A management seeking to follow an intelligent course of action
must work from accepted principles, and establish or accept 2 philoso-
phy to guide action.! Developing from principles and operating through
principles, a philosophy provides the ethical setting from which policies
originate.? Policies, in turn, allow the manager to establish the desired
action.

Our purpose 1n this chapter 1s to point out the various concepts
which have evolved and the nature of the conflict to be overcome by
properly applied manpower management. A way of thinking is sug-
gested which may serve as an ethical set necessary to proper man-
power management.

THE VALUE OF THE PAST

The often-expressed remark “there’s nothing new under the sun”
is as true in the art of managing men at the workplace as in any other
field of endeavor. New techriques have been developed over the
years, but their origin usually can be found in the past. History teaches
us much about what has worked in bygone days. As long as we bear
in mind the conditions existing in the past, and the nature of the place
and the circumstances of the times, history also can teach us what has
not worked in days gone by. One notes that human reactions today
are not too dissimilar from those of our ancestors — they did what they

1L, P. Alford and H. Russell Beatty, Principles of Industrial Management (The
Ronald Press Company, New York, 1951), pp. 25-31, passim H. L. Gantt, “Tramn-
ing Workmen in Habits of Industry and Cooperation,” Transactions of the Amer-
ican Society of Mechanical Engineers, XXX, No. 1221, p 1037.

2Robert Saltonstall, Human Relations In Administration (McGraw-Hill Book
Company, Inc., New York, 1959), p. 91, passim.
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could under a given set of circumstances. The lessons we learn from
history will depend, of course, upon what we choose to study and
how we undertake that study.

Managers cannot disregard history. As Santayana pointed out, a
nation which forgets its history will have to relive it. The same is
true of a company. The management of the past was not totally in-
competent, if incompetent at all. The ideas and decisions made by
yesterday’s managers may be considered erroneous today, but in those
ideas and decisions we find a basis for today’s views and decisions. The
manager who takes the time to consider the “human events laboratory”
of the past may well find a guide to current action. For example, in the
first century A. D., Tacitus, in describing the German army, observed
that “ . . their generals control them by example rather than com-
mand, . . .8

Such a pronouncement is as up-to-date in principle as any could
be. One notes that the supervisor constantly is admonished to set an
example; so too is the parent. The manpower specialist, or any good
manager, knows the importance of instilling confidence in his subordi-
nates and he recognizes the value of setting an example.

The point made by Tacitus relates to behavior. One notes that in
part the attitudes of proper behavior stem from the various disciplines
handed down to us through the centuries. Of course our behavior
patterns vary, depending upon the situation confronting us. We are
guided, however, into proper and acceptable deportment by pronounce-
ments of the past which have been found to be “good.”

The events and pronouncements of the past, coupled with those
being made almost daily, create the “fences” or boundanes which serve
to define or at least identify what may be proper action for us today
and tomorrow. Some of these fences may be lhsted as:

1. The Ten Commandments

2. Common Law and Moral Law
3. Federal, State, and local statutes
4. Customs of the people

The actions of people at the workplace are related to their wants
or needs as human beings. No completely sound set of rules exists
which prescribes these wants and needs with respect to every possible
set of circumstances; however, from past studies the hierarchy of human
wants or needs is determinable as a generality. These studies do
establish, of course, a reasonably firm hierarchy, and clearly the wants
or needs begin with the physiological requirements of food and water.

In general management has recognized this vital set of needs and
makes at least some provision for meeting them. Lunch hours are set,

3Tacitus, Dialogus, Agricola, Germania (The Loeb Classical Library, Harvard
University Press, Cambndge, Mass., 1914), p 275.
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a place to eat is established, and so forth. In fact, consideration of
the basic need indicates a companion requirement — most men prefer
to partake of their food in reasonably pleasant surroundings. The man-
agement of thousands of organizations, therefore, provides facilities
which are pleasing, facilities in which employees can satisfy their basic
want and need for food and water without being exposed to frustra-
tions related to the environment.

THE MEANING OF PRINCIPLES

Principles are statements of understanding or logic, or fundamental
truths existing within the perimeter of current knowledge.t They guide
a manager’s judgments and suggest his attitudes. They thus facilitate
his selection of the correct philosophy — correct for his time and en-
vironment.

Many principles have been handed down to us from our forefathers.
The point made by Tacitus is one such principle; and there are many
others.

For example:

1. From Taylor we learn that: “Deterioration in quahty of prod-
uct produced under incentive wage payment can be prevented by a
system of over inspection.”?

2. From Gantt we discover: “Action based upon opinion will lose
in competition with action ‘based on facts.”8

3. From Thomas Jefferson: “I tolerate with utmost latitude the
right of others to differ from me i opmion.”

That these statements provide a philosophical base for today’s
action is clear. Think of the impact of Jefferson’s remark. Is it not
a principle upon which to base one’s concept for handling the labor-
management differences which are bound to arise from time to time?

PHILOSOPHY AND POLICY

The principles espoused in the past establish the base for today’s
philosophy. This, in turn, prescribes which of those principles will be
applied to policy development today, and what new principles must
be determined in view of today’s knowledge.® Thus policy grows from
philosophy.

4Alford and Beatty, op. cit, pp 25-31.

5F. W. Taylor, The Principles of Scientific Management (Harper & Bros.,
New York, 1911), p. 90.
8 (;’H. L. Gantt, Industrial Leadership (Yale University Press, New Haven, 1916),
p. 89.

‘Thomas Jefferson, in a letter to Abigail Adams, 1804 as stated in Saul | &
Padover, Thomas Jefferson On Democracy (Penguin Books, Inc., The New American
Library, 1948), p. 155.

8Stanley Vance, Industrial Administration (McGraw-Hill Book Company, Inc.,
New York, 1959), pp. 82, 91-92.
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Policy statements are made in broad and general terms, not rigid
and irrevocable language. They prescribe the direction the organiza-
tion shall take in its effort to attain the defined objectives of its
philosophy.

Anyone may suggest or develop policy advice, but only top manage-
ment can determine and pronounce policy. Manpower managers are
among those who carry a specific responsibility to present policy
advice. They take an active interest in the development of the com-
pany’s philosophy and seek understanding of the principles involved.
In fact, because of their special knowledge and assignment, they hold
the major responsibility for the presentation of advice regarding the
human factor of production.

Figures 7, 8, and 9 present the philosophies, or fundamental broad
policy statements, of three of the country’s leading firms. These state-
ments are frequently referred to as “creeds.” They reflect a very real
and up-to-date understanding of the attitudes management finds sig-
nificant in terms of today’s knowledge. Their preparation reflects the
important idea that an organization’s actions, its stated goals, and its
standards of conduct must be developed through mutual exchange of

AMERICAN ENKA CORPORATION

The management philosophy of American Enka Corporation sets forth four
basic goals They are

1 To maintain a high level of executive and employee morale
2 To be the best managed company in the industry

3 To be the most highly respected company in the industry

4 To be the most successful in relation to profit potential.

How well we succeed in reaching these goals is for others to judge What
we are interested in 1s always striving to attain them

Some of our specific objectives aimed at achieving these basic goals are

1 Develop a research-minded organization in its broadest sense. The
rayon industry is a product of scientific research But research may be just as
productive in the fields of human relations, management, marketing, and others as
in the field of technology. We believe in the principle that it is morally dis-
honest to decide on the basis of opinion those things which can be determined on
the basis of fact

2. Develop a motion-minded supervisory force, with an appreciation of the
need for methods improvement and work simplication, and a firm belief in the value
of good human relations.

3 Develop an industrial relations program designed to promote maximum
utilization of our human resources and the maximum degree of satisfaction on the
part of all our people in the performance of their tasks.

4 Bring our administrative skills up to the level of our technical compe-
tence and raise the level of both to a still higher plane.

5. Create a climate in which our whole management group can thrive and de-
velop, and prepare itself for greater responsibility.

Figure 7



Figure 7 (Continued)

6. Through constant improvement and a desire for growth on the part of in-
dividuals, create internal pressures which will force the company to grow, provid-
ing bigger and better jobs for more people and a broader earnings base for our
stockholders.

7 Employ the most modern and effective management tools and engage such
outside assistance as may be necessary to insure application of the best possible
management "know-how.” Management improvement should be recognized throughout the
company as a continuing responsibility

8. Establish a system for crystallizing long-range plans and objectives.
Planned action helps apply the principle of management by exception We thereby
can concern ourselves with deviations from plan or standard rather than matters of
routine. This method of operation results in conservation of executive time and
energy which can be used for planning and thinking ahead

9 Insure a sound organization structure at all levels This is accom-
plished by applying sound principles, developing an over-all company plan, and
synchronizing departmental organization into the over-all pattern Our organiza-
tion plan is described in an Organization Manual containing 45 organization
charts, and job descriptions for all supervisory and executive personnel ranging
from assistant foremen in the plants to the president

10. Reduce the company's plans, policies, and procedures to writing In so
doing we insure participation by securing concurrences of interested individuals
Written statements require a considerable amount of work But reducing things to
writing clarifies our thinking, makes our objectives clear, and brings things out
in the open where people can see and profit by them.

11. Establish a well-balanced system of reporting designed to insure that
all levels of management are fully informed of progress covering significant oper-
ations, thus enabling interested individuals to initiate appropriate action when
progress may not be satisfactory,

12. Continuous appraisal of results through measurement of performance in
terms of predetermined plans. To a large extent our management objective is con-
trol through self-control. Since each department head prepares his own plans for
higher approval, he helps to establish his own goals. It is an important aspect
of participation. To judge his own performance gives him a measure of self-
appraisal. This is particularly stimulating when the plans have been carried out
Considerable personal satisfaction is attached to setting one's own standards and
objectives and controlling results.

13. Encourage two-way communication, bottom-up as well as top-down and
"open shop” in management

14. Promo:e among our employees the freedom to speak one's mind on any sub-
Ject concerning the company's welfare.

15. Accord to our executive group the same right to be heard by higher au-
thority as we do our hourly workers -- without fear of reprisal or recrimination.
People with honest differences of opinion on subjects of major importance are en-
couraged to go to higher authority to get them resolved.

16. Be a good corporate citizen by assuming our full share of responsibil-
ity in the communities in which we operate and by constantly striving for good
community relations.

17. Keep before our entire management group the importance of setting and
attaining objectives so that our profit goal can be met.

Source: The Company Creed, American Management Association, Inc., New
York, June, 1958, pp. 7-8.
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During the more than 80 years of the Company's existence, certuin basic
principles and policies have been developed to guide management in the performance
of its responsibilities. With the continued growth of the business and the en-
larged responsibilities of all levels of management, it is important that every
member of our supervisory personnel have a uniform understanding of the present
policies and objectives of the House. I hope that you will become thoroughly fa-
miliar with both the words and the spirit of these statements.

H J Heinz II

There are certain basic policies which define the scope of H. J. Heinz Company op-
erations. The policies of the House are

1. To manufacture and market processed foods.

2 To limit the marketing of products which are not produced by the Company to not
more than 25% of the Company's total sales volume.

3 To distribute in retail stores only those products wanufactured by the House.
4 Not to engage in the manufacture of products for sale under private label

5 To make exceptions to expressed policies only on specific direction of the
Board of Directors.

Under these policies the following objectives will be the basis for executive de-
cisions

PROFITS

Our net earnings after taxes must be sufficient to finance our normal
healthy growth and pay reasonable dividends to our shareholders

In order to achieve this profit objective the following are the expected
standards of performance --

1 While the gross profit margin will vary between varieties, we should maintain a
sufficient margin on each variety to cover its share of allocated cost

2. The introduction of new products is necessary to maintain the vitality of the
business. We will introduce a new product only if we can anticipate that the
profit from it will exceed the average rate of profit of existing varieties

3. A1l capital investments will be carefully controlled in order to reach the
profit objective. On capital expenditures other than avoidable expenditures
for the replacement of facilities, preference will be given to those projects
which have the shortest pay-off period.

QUALITY

The reputation we have enjoyed since 1869 is based upon a public
recognition of "Heinz Quality " Yet quality is a relative term which acquires
significance only when the kind of quality is defined and the standard of quality
established.

Our objective is to make products of maximum recognizable value and desir-
ability to the consumer within a price structure she can be induced to pay.

The purchase of our quality objective requires --
1. Clear determination of Heinz standard of quality for each finished product.

2. Careful and continuous qualitative evaluation of ingredients, packages, and
processes

3. Maximum uniformity of finished products.

A STATEMENT OF POLICIES AND OBJECTIVES OF H. J. HEINZ COMPANY
Figure 8
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Figure 8 (Continued)
FACILITIES

We will maintain grounds, buildings, and equipment in safe, orderly and
sanitary operating condition at all tiwes.

Factory, office, warehouse and transportation equipment is to be main-
tained in efficient operating condition.

Good housekeeping standards shall be observed.

We will take advantage of technological developments when economically
feasible.
RESEARCH

Research is studies inquiry, exhaustive investigation and directed experi-
mentation, having for its aim the revision of accepted conclusion in the light of
newly discovered facts.

A research viewpoint should be constantly applied to all phases of the
Company's activity. We believe that there should be continuous challenging of ex-
isting practices and constant effort for their improvement.

Source: The Company Creed, American Management Association, Inc., New
York, June, 1958, pp. 25-26.

ideas. Their development, then, reflects the need for, and their belief
in, the importance of a well-rounded personnel philosophy.

SELECTED MANPOWER CONCEPTS IN EVOLUTION

Although one may certainly discover more than the following as
significant in the evolution of management concepts, these are selected
because of their relationship to the manpower concepts accompanying
them.

1. Out of all that had gone before, F. W. Taylor pointed out that
management should be based upon “science” instead of individual
judgment; that employees should be selected and developed “scien-
tifically” instead of by hit-or-miss practices, and that management and
labor should cooperate and apply “scientific” laws to their work instead
of letting individuals handle eacl: problem as they wished.? His broad
statement indicated that the prosperity of employer and employee
should be considered together — high wages for excellent work, and
low production cost for management.

2. One of Taylor’s disciples, Henry Laurence Gantt, added the
humanistic thought by pointing out that force in leadership, and at-
tainment of selfish advantage should be replaced by work for the
advantage of all, and leadership through knowledge (a point very close
to that set forth by Tacitus).1?

md Beatty, op. cit, pp 25-31.

10H. L. Gantt, “Trainng Workmen in Habits of Industry and Cooperation,”
Transactions of the American Society of Mechanical Engineers, XXX, No. 1221,
p. 1037,
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We in Crown Zellerbach believe that shareholders, management and labor are
all a part of the same team and that each plays a vital role in its success or
failure. We also believe a company can progress only as the industry as a whole
progresses, and that industry progress depends upon all the innumerable other fac-
tors that affect the economy We further believe that a company must satisfac-
torily discharge its responsibilities to society if the desired progress is to be
permanently attained

The increase of the past decade on "long-range corporate planning” is a
result of more and wmore companies, of which we are one, recognizing these concen-
tric circles of responsibility ranging from the company team at the center to the
broad sweep of public opinion One of the first tasks of establishing an effec-
tive long-range planning program is to define the company's long-range goals and
objectives (in excess of 10 years). Daily and medium-term decision-making is then
simplified, since each decision can be judged in terms of its contribution toward
achieving the long-range objectives.

In Crown Zellerbach, we have defined and established the following six
basic long-range objectives

1 To regularly produce from our forest resources the highest-quality lumber, cel-
lulose and chemical products at the lowest possible cost -- and while doing so
to maintain our plants in the highest degree of efficiency and safety

2 To regularly sell such products to the most people at fair prices and with
reasonable profits.

3. To regularly provide jobs at fair wages to as many people as we can gainfully
employ.

4 To regularly pay a fair return to our shareholders on their investment in our
business and to protect and safeguard such investment.

To always be a good citizen in the communities in which we operate

To discharge our responsibilities to society by maintaining our business in a
manner that will earn continual public trust and confidence.

We expect to realize these objectives indefinitely and must therefore plan
beyond the life span of our present management so that our business may meet
anticipated demands and be perpetuated Specific steps in furtherance of these
basic objectives are planned, periodically reviewed and modified for periods of
the next five or ten years We are not opportunists and constantly forego taking
advantage of short-term profit possibilities if they conflict with our long-range
objectives

Source: The Company Creed, American Management Association, Inc., New
York, June, 1958, pp. 7-8 cf Management Creeds and Philosophies (American
Management Association, Inc, New York, June, 1958), Research Report No. 32.

CROWN ZELLERBACH CORPORATION — BUSINESS PHILOSOPHY
Figure 9

3. Harrnington Emerson added the concept of “efficiency” to the
picture. He espoused the thought that management should examine
and adopt the efficiency considerations present in nature.!!

4. Frank B. Gilbreth added to both the scientific and the efficiency
ideas — in fact one might say he married these ideas — for he pointed
to the need for a general management goal of “one best way.”1?

11Alford and Beatty, op, cit., pp. 30-31.
12Alford and Beatty, op. cit., pp. 29-31.
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Almost all the general management concepts of today, certainly
those directly associated with production, incorporate major portions
of these earlier statements. To the manpower manager they are im-

portant for they form a major part of the thinking involved specifically
in manpower matters.

MANPOWER PHILOSOPHIES. Over the years certain philoso-
phies or concepts evolved which pertain directly to manpower. Today’s
eclectic approach to manpower management is based primarily upon
these views.1

1. The Commodity Concept held that manpower reacted to the
laws of supply and demand and that its price was established by these
laws. This concept seems to have evolved from the earhier serf and
slave ideas concerning labor. It reflects the same “chattel” pomnt of
view.

2. The Mechanistic Concept was typical of Taylor and his disciples.
It reflected recogmition that labor’s production was what the employer
purchased and nothing more. The employee was considered machine-
like.

3. The Conservation Concept reflected recognition of the probable
fact that man was the most important natural resource — an attitude
certainly significant mn this day and age. Out of this concept grew
various laws designed to protect, if not fully conserve, children and
women. The beginnings of workmen’s compensation and regulation of
hours reflected this conservationist philosophy

4. The Paternalistic or Human Concept grew from the conserva-
tionist and included much of that thinking. In many cases the doctrine
was identical for 1t held, for example, that man’s mind was mmportant
as well as his body and production. The philosophy held that em-
ployees had rights and that management must recognize these rights.
It also held that the mamager’s obligation went beyond the stockholder
and the employee to include the community and the customer.

5. The Citizenship Concept gave recognition to the need for de-
veloping industrial democracy, the need for establishing “efficient”
management as well as givin;; employees a voice, or share, in control
of the organization. A participative concept, 1t fostered the idea that
a business organization should exist under a form of self-government;
that employee and employer are dependent upon each other, and,
therefore, a mutual exchange of ideas and mutual agreement regard-
ing working conditions and relationships should exist. This philosophy
relates to much of present day labor organization thinking.

6. The Partnership Concept reflects the reasoning behind profit
sharing and stock-ownership plans. The philosophy holds that since

13Walter Dill Scott, Robert C. Clothier, William R. Spriegel, Personnel Man-
agement (McGraw-Hill Book Company, Inc., New York, 1954), Chapter 1, passim.
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labor and management are mutually dependent, they should share in
the harvest of the field they plow.

THE NATURE OF CONFLICT

Conflict has existed over the centuries. It develops as principle,
philosophy, and technique evolve. Understanding the nature of con-
flict is important to those who expect to establish effective philosophy
and policy, and those who seek to operate an effective organization.

The commonly-accepted meaning of the term focuses upon struggle
for supremacy and upon argument and strife between individuals and
groups and within the individual. Meaning involves both physical
violence and mental or psychological difference.

Decisions and decision problems may lead to conflict. It may rise
within the individual or between individuals or groups. It appears,

then, that as an event and as a concept, conflict is a human, a living
thing,

PERSONAL CONFLICT. Individuals, alone or as part of a group,
tend to rebel, to enter into conflict unless they can make quick and
correct decisions when the need arises. If the right choice stands out
clearly among many choices, and if that choice is compatible to them,
there tends to be no problem with decision. The question arises: “Why
should a correct decision elude a person? Answering this helps elim-
inate at least some cause of conflict in the industrial environment.!*

1. Difficulty may anse because of an individual’s degree of com-
petency.

2. Dufficulty may exist because an individual is not provided with
all the information needed to make a correct decision — perhaps he
cannot understand, cannot agree because he lacks fundamental infor-
mation through no fault of his own.

3. Dufficulty may appear because a superior may not allow a
correct decision to be made.

4. The difficulty may be psychological in that the individual lacks
the sense of security needed to arrive at agreement or to state his under-
standing — he lacks the certainty to enable his making the decision.

5. Difficulty may arise because the necessary decision, agreement,
or understanding 1s contrary to the indwvidual’s beliefs or principles. It
is incompatible to him as a person. Incompatibility may anse because:

(a) The matter at hand is contrary to his moral views.
(b) It may be obvious, but it may be against his best interest.
(c) Lacking, or possessing, full knowledge of the outcome or

possible outcome of a decision, agreement, or the like, the indi-
vidual may seriously consider that outcome undesirable.

4James G. March and Herbert A. Simon, Organizations (]oﬁn Wiley & Sons,
Inc,, N.Y., 1958), pp. 112-120, passim.
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(d) The individual may prefer certainty, but the decision
may lead him into uncertainty.
(e) Loyalty may also cause mcompatibility. Though the

person possesses all the facts, sees the needed decision clearly,
understands it, and so forth, it may be contrary to the best interest
of his boss, the mores of his group, organizational policy, or 1t may
jeopardize a peer or subordinate or a friend.

These points all pertain in some way to the importance of estab-
lishing correct organizational goals and polcies, and are significant
reasons for requiring full communication of goals, policies, and pro-
cedures to the rank and file. The points also bear some relationship
to reasons for establishing proper manpower selection, development,
and conservation practices.

ORGANIZATIONAL CONFLICT. Disagreement or misunder-
standing may be individual or group in nature. Individuals run into
trouble where decision-making follows a dictatorial pattern; where
choices are personally incompatible, or where experience leads them to
expect, seek, or require choices other than those prescribed by the
organization.

The group relationship may include the organization as a whole,
or specific organizational units, or simply segments of the total work-
force. Such conflict may drise because:'"

1. The legally-defined goals, philosophies, procedures, no longe:
fit the pattern of events which currently exist Manpower managers
may pomt to this as one reason for msisting upon regularly-scheduled
audit of manpower practices and organizational goals.

2. The conflict may arise because legal restrictions of some form
prohibit the making of a decision. Knowledge of labor legislation is of
importance here; manpower managers will claim the pomt significant
to demands that correct labor-relations exist

3. The difficulty may arise because the group 1s demed the oppor-
tunity to participate.

4. Altercation may arise within, between, and around organiza-
tional units, or 1t may arise between organizational units and the total
organization because of a lack of compatibility with the umts goals,
mores, or philosophies.

5. Conflict may also arise because of mncompetency within organ-
izational units, or because of lack of information about the decision to
be made or the factors involved in the problem

EXTRA-ORGANIZATIONAL CONFLICT. Affiliations outside
the firm may drive individuals into conflict with the firm (thus the
problem of dual allegiance in employees arises — loyalty to union, and

15March and Simon, op. cit., pp. 112-120.



AN EMERGING MANPOWER PHILOSOPHY 45

loyalty to management). Disagreements or misunderstandings tend to
follow the same casual patterns already described. Usually they involve
political, union, legalistic, or ethical questions. Personal conflict seems to
have httle to do with the presence or absence of extra-organizational
difficulties. They tend to occur whether or not personal conflict exists,
and they move into the scene even in the presence of organizational
struggles. In fact, often they contribute to such struggles.1®

March and Simon suggest that a hierarchy of conflict appears to
develop Personal conflict seems to have precedence over organizational
or extra-orgamzational conflict, and personal issues tend to govern at
least some of the direction taken by such conflict.!?

INDUSTRIAL ENVIRONMENT AND CONFLICT Stuart Chase
points out that today’s technology, insecurity, and the tempo of living
lead to conflict '* These environmental factors generally are associated
with personal conflict, but they can be related to almost any definable
form.

Our technology 15 such that old skills and knowledge are being
replaced by new. High-skill manual operations are being replaced by
simple minimum skill operations, while the knowledge factor pertaining
to speafic or ancillary operations 1s shifting from relatively under-
standable matters to highly complex relationships. These events are
frustrating in themselves. How annoying 1t must be to have no real
part in determining the results of one’s production, or how peculiar to
face up to complexities about which “even the boss doesn’t know.”
Such points impel manpower people to demand effective communica-
tion programs, effective manpower development and conservation pro-
grams; they stand behind the importance of full and comprehensive
induction programs.

The technology leads to insecunity for 1t provokes perods, or the
possibility of periods, of temporary unemployment Such a possibility
impels feelings of insecurityl Conflict is born: the “haves” vs. the
“have nots.”

The tempo of production and of living frustrates many people.
Stuart Chase has this to say:

The worker at his post — often including the foreman — finds
many of his hows filled with a sense of discontent if not futility,
damaging to his morale and a drag on production, no matter how
efficient the machine. He 1s mostly unconscious of the reasons for such
feelings, but they may result in antagomsms aganst his employer,
agamnst racial minorities, agamst society as a whole, agamst any group

18March and Simon, op. cit., pp. 112-120.
171bid, pp. 114-120.
18Stuart Chase, Roads to Agreement (Harper & Bros, N. Y., 1951), p. 26.
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or ideology to which chance or propaganda may direct his aggressive
feelings.19

Effective manpower management requires that these points be
recognized in management’s philosophy, policies, and systems. If they
go unrecognized, then policies themselves become a source of conflict.
Furthermore, effective policies and systems are designed with and
through a workforce. The general truth appears that man wants to
participate. Unless this need is reasonably met, conflict appears.

Today’s industrial environment includes the social environment.
Many of the commonplace events of hfe cause conflict in man, and the
problems — the conflict — tend to be carried to the workplace. Things
like sack dresses, unexplained authority, the fact that one’s children
know little of the American heritage, the cancelled flight, Japanese
beetles and Russian double-talk: these frustrating factors rankle in us
and by nine the next morning they may have set up such a conflict-
proneness that we disagree or misunderstand at the drop of the fore-
man’s eyebrow.

MANAGEMENT MISCONCEPTIONS. Usually normal people or
groups of people are impelled toward conflict before it actually occurs.
Improper attitudes become an impelling force. Management’s attitudes
toward manpower often fit this category. Carey states such miscon-
ceptions.20

1. The already-mentioned Economic Man approach — here man-
agement thinks that the only thing in which employees have any inter-
est is the pay check.

2. The Stupid Man approach — here the employee is typically
considered as a child. “Daddy knows what is good for him” Unions
also take this approach — how often too they attempt to get the worker
to fall for the theory that the only effect a wage increase can have 1s
a good one.

3. The Know Your Leader approach — the attitude 1s demanding
It holds that all must know who 1s boss, that everyone should think
and act as the boss believes h.: should.

4. The Profit-Above-All approach — nothing but profit is im-
portant. Some union attitudes are like this — no matter what, the
Hoffa can do no wiong.

5. The Make People Work appioach — the view is that people
will not work unless dirven to it, but “not even horses can be made
to drink.”

6. The Make People Behave approach — employees will not be-
have unless made to toe-the-line. This view exists in unions also:

19Chase, op. cit., p. 26

95220}1. H. Carey, “Engineering The Invisible,” Advanced Management, March,
1952,
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witness the attitude that every man should be a member of the bar-
gaining unit whether he wants to or not. Such interventionism speaks
of nothing but conflict.

Each of these causes of disagreement interferes in some way and
at some time with efforts to develop a useful philosophy and necessary
policy and procedure. These conflicts also tend to distort the true

nature of principles, as man looks at them through possibly jaundiced
eyes.

MANIFESTATIONS OF CONFLICT

Conflict exhibits itself for all who wish to see. Manifestation
occurs in several forms: physical violence, psychologically, and in the
form of edict or law. Physical conflict is obvious. It appears as strikes,
picket-line fighting, excessive turnover, acts of sabotage and the like.
All these forms are familiar: one reads about them daily in the news-
papers throughout the country.

Psychological evidence is more difficult to discern. It may appear

as relatively direct, or in some indirect fashion. The more or less
direct forms are as follows.

1. Substitute grievances: such grievances are used as a matter
of convenience or to save “face” for the aggrieved. They take the place
of the true grievance. An employee tends toward such standard issues
as wages, for example, instead of complaining about “being served
Waldorf salad” in the cafeteria. Or he may complain about the work
load instead of about the man working along side of him. Or he screams
discrimination, instead of admitting to his own incompetence or raising
a question about the propriety of his placement.

2. Frustrational symptoms: psychological manifestation frequently
appears as one, or some combination, of the well-known patterns of
frustration — aggression, regression, repression, resignation, and fixa-
tion. The conflicts appear in the form of fights, horseplay and incessant
practical joking, the retention of negative ideas, the attitude “don’t ask
me,” and of course there is the fixation that “what was good enough
for daddy is good enough for me” — the resistance to change.

Such matters tend to be direct. They take place at the work
station or in the immediate work environment. They are immediate.
They happen today and are directly traceable to the work situation,
or through the work situation. They are personal. They pertain to you,
your staff, your workers. Of course the wise manager understands that
conflict is not present to a serious degree, or in the practical sense, until
it reaches the point of abnormality.

Not all psychological conflict shows itself as directly connected
with the immediate work environment. The indirect also exists. We
find it in union publications and even in professional journals and
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publications. For example, consider what Solomon Barkin said in the
Harvard Business Review.?!

The management 1deal 1s freedom to make unilateral decisions
which will automatically be accepted by workers. . . .

Trade Union logics . . . are not concerned with benefits to the
owners of the enterprise but rather with the effects of management
policies on the workers, the union, and the general economy.

The relationship between the psychological and the economic ap-
pears with considerable clarity in this example. The real clash 1s
economic but the medium of insinuation 1s psychological. The impression
of total respectability and validity impinges itself upon the reader
because of the type of publicaton utilized.

Another type of indirect evidence, and perhaps the most disturbing
to the average American, is the encroachment of racketeers and Com-
munists upon the labor scene. The infiltration depends upon the exis-
tence of conflict. The movement of both grows because of conflict,
and survives by the conflict they create.

EDICT, LAW, AND CONFLICT. Certain legal actions and ad-
ministrative edicts identify conflict. One of the most far-reaching legal
manifestations begins with Sec. 7(a) of the National Industrial Recov-
ery Administration Act, extends through the Wagner and Taft-Hartley
Acts, and thence into the Landrum-Gnffin Act. It also appears in
administration edict as evidenced by the rulings and opinions levied
by the War Labor Board, the National Labor Relations Board, and the
many court precedents established over the years. Another example
of this kind of evidence can be found in the now famous “wildcat
strike” of airline flight engineers in February, 1961. The striking
engineers were fighting a February 6 decision by the National Mediation
Board ordering them to join the Air Line Pilots Association as a single
bargaining unit. Since the pilots outnumbered the engineers on all
airlines, the decision conceivably could wipe out the engineers’ union.
Furthermore, exposed to layoff and the like by the possible power
tactics of the pilots, the engineers visualized a serious threat of tech-
nological unemployment. Conflict 15 obvious here. Compulsion and
intervention appear as causes on the one hand, and technological
improvements on the other.

Another form of legal evidence appears in the companion legis-
lation passed since the advent of the New Deal. Such things as mini-
mum wage laws immediately imply that someone failed to do things
in a manner accepted as correct under current conditions and knowl-
edge. A quick look reveals that the manifestation goes beyond matters

'-’IS,olomon Barkin, “A Trade Unionist Appraises Management Personnel Phil-
osophy,” Harvard Business Review, Vol, 38, No. 5, Sept., 1950, pp. 59-64.
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directly associated with industrial organizations and labor. We note
the attempts to legislate and/or evoke judicial mandate concerning
discrimination: here is conflict. We note too the legislation involving
agriculture, again evidence of conflict,

What is the point? Simply this: the chimate surrounding today’s
manpower manager 1s filled with conflict. The nature of this struggle
is complex. It mvolves individuals as individuals and as members of
groups. It involves people at the workplace and away from the work-
place. It involves 1ssues over which the manager, regardless of his
specialty, may have absolutely no control, as well as those over which
he can and should exercise control. Clearly, 1f he honestly seeks to
develop an effective working climate based upon sound philosophy and
policy, he will take into consideration the factor of conflict.

His aim is to establish a general statement of objectives, and a
guiding philosophy which will not be, 1n 1tself, a cause of conflict, and
which focuses attention upon approaches to manpower management
conducive to harmony. To aid lim i this effort he has the lessons
of the past. He knows, or can quickly discover, the evidences of con-
flict in the present environment. He can learn what has and what has
not worked in the past and he can study the present, comparing current
conditions with the past

The philosophy adopted by management, and advised by the man-
power specialist, must mimmze the effect of conflict and optimize the
possibility of cooperation It must in no way interfere, or suggest
interference, with our traditional freedoms, and 1t must recogmze the
importance of the maintenance of one’s competitive position. Further-
more, the economic needs of employees and their importance as indi-
viduals must be recognized, together with the impact and importance
of the total environment.

This is a tall order. A manpower philosophy so designed cannot
be developed overnight It requires active cooperation throughout the
hierarchy of management, and is enhanced by participation on the part
of the rank and file. Once developed, such a philosophy and its accom-
panying policies and procedures require regularly recurring audit.

The following statement of philosophy emerges, others certainly
can be developed which are more suitable for a given case. The
strength of such a philosophy lies in its recognition of the total environ-
ment, and in the fact that it is eclectic.

THE MODERN PHILOSOPHY OF PERSONNEL ADMINISTRATION22

To define “the modern philosophy of personnel administration” it
is necessary to point out the component considerations upon which the
definition is based.

22Theodore A. Toedt, “The Modern Philosophy of Personnel Administration,”
Personnel Journal, Vol. 32, No 5, Oct., 1953, pp. 178-180 (Verbatim).
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Firstly, personnel admmistration is a function of management which
1s designed to facilitate the effective and economic attainment of pro-
duction necessary to mamtain the competiive and progressive position
of a company.

Secondly, 1t 1s the technique which determines the methods of
handhing the human aspects of the mdustrial situation so that maximum
cooperation between management and labor may be attamed

So based, this modern philosophy may be defined as a way of
thinking which recognized the importance of the individual by consid-
ering that the employee and all his problems, both overt and covert, are
important not only to himself, but to management as well

We might even go further and say that it is a philosophy which
has as a prerequisite to utihzation the recogmtion, acceptance, and
practice of two concepts: that of the “Golden Rule,” and that of “man
as a social being.”

“Old-line” management believed that concentration on the material
factors of production was sufficient. In other words, it was chiefly
concerned with machines, the production line, the production curve,
the total number of hours required to make a given product. It was
concerned with men only from the point of view of how many would
be needed to produce a given product in a given time. Men, to “old-
line management,” were material factors.

Today we realize that to achieve satisfactory production, manage-
ment must depend upon possession of all necessary skill and “know-
how” concerning the technological factors of production, upon the
recognition of the worker as a social being, and also, upon the pos-
session of skill in handling this human factor of production. Coopera-
tion between management and labor is a must to effective production.
Certainly we cannot hope to achieve this cooperation unless both parties
are cogmzant of the factors which contribute to it. It is through the
efforts of the personnel department, applying the modern philosophy,
that these factors are made known to line management. It is also per-
sonnel administration which may 1nstill knowledge of these factors
in the workforce.

This modern philosophy is directed toward minmmizing the areas
of conflict between management and labor, and maximizing the areas
of cooperation. The position taken is that management policies should
be focused on discovering, developing, and utilizing most effectively
the abilities of employees. These policies should be equally focused on
maintaining both the physical and the psychical integrity of the em-
ployee; the former by maintenance of decent working conditions, and
the latter by the maintenance of a pattern of working relationships
which recognizes the social importance of the employee and which
will protect him, so far as possible, from frustration arising because of
that totality which we refer to as the “job.”
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Now let us consider the objectives of personnel administration as
required by adherence to the modern philosophy. First, the broad
objective which may be stated as follows:

The over-all objective of personnel admmistration is to help attam,
as effectively and economically as possible, the production necessary
to mamtain the competitive and continuously profitable position of the
company concerned, by obtaining maximum cooperation between man-
agement and labor, and by conserving the human factor of production.

The fulfillment of this objective is dependent upon the working ob-
jectives of the modern philosophy These may be stated as follows:

1. To secure a potentially effective workforce

2. To develop that force, as nearly as possible, to its capacity.
3. To conserve that workforce both physically and psychically
4. To compensate that workforce equitably.

The acceptance of this philosophy requires management to recog-
nize that its personnel policies must be focused upon the basic problem
of satisfying the totality of employee wants. These wants appear within
the frame of reference of the total complex of physical, social, and
psychical situational factors which arise as a result of what we refer
to as the “job.”

This is not the traditional approach which management has taken
toward employees, nor can it be said to be the prevailing one in em-
ployee relations today, although there is no personnel policy today
worthy of the name, which does not reflect to some degree at least,
the influence of this modern thinking. It cannot be said, either, that
this modern philosophy has been developed by any “ivory tower” ap-
proach, but rather, by a combmation of the trial-and-error and the
“scientific” approaches. It should be understood that not all the past
practices in the field of personnel admimistration were unsound. Their
experimental and practical use have served as a means of developing
the principal tenets of this modern thinking.

The “rough and ready” discipline of the so-called “old-line” admin-
istration was not entirely ineffective in securing results, and today’s
thinking recognizes the need for discipline provided it is rightly con-
ceived and administered. Not all of the cold appraisals of Taylor’s
“scientific management” were inefficacious and uninfluential, nor was
all of the benevolence of “paternalism” resented by the worker. Today’s
thinking recognized as key factors in establishing good personnel ad-
ministration the existence and equal importance of both the technical
and social aspects in the development of a satisfactory employee, and
the fact that the worker appreciates a “real” interest in himself and his
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problems?®  Good personnel administration today is, in reality, a se-
lective utilization of what was good in the past, and an endeavor to
improve upon it, and a rejection of what was bad.

Where the thinking previously was concerned with getting the
most work for the least cost, either ignoring completely the concept of
cooperation or giving it, at best, little consideration, today’s philosophy
teaches that in order to have a high production at a relatively low
cost, we must tirst, and last, have the free cooperation of the employee.

Let us summarize our present discussion at this point by saying
that the modern philosophy of personnel administration seeks to attain
economic and effective production by securing and maintaining maxi-
mum cooperation between management and labor, and that all seg-
ments of management are responsible for securing and maintaining
this cooperation.

It is the duty of the personnel department to see that manage-
ment, from the top downward, is indoctrinated in this point of view.

It should be noted, in conclusion, that this modern philosophy
harbors nothing designed to combat the existence of unions for, in
reality, it is a way of thinking which, under any conditions, embraces
the workforce, its needs, its wants, 1ts problems. That any union should
find reason to condemn such a philosophy is unrealistic unless either
the management is giving mere “lip service” to the philosophy, or the

union in question is not, in reality, interested in the progressive welfare
of the workers.

MANPOWER TOOLS, TECHNIQUES, AND CONSIDERATIONS

Throughout the previous matenal reference has been made to the
various tools, and the like, available to the manpower manager. The
relation between these and the working objectives is structured in
Figure 10.

In summary, the tools, techniques, and considerations, though in
themselves effective, depend upon a principled system for maximum
effectiveness. It is not so much that we apply these methods, as how
they are applied that is important. That the manpower manager has
the proper attitude toward and in his work may be of even greater
importance than the proper technical application of his tools.

SUMMARY

Both the mistakes and the successes of the past are available to us
from which to learn. What is required is recognition of the conflicts

2:By a “real” interest, we mean an interest which is based upon realistic,
rather than autistic, knowledge of worker’s reactions and feelings. We mean, also,
an interest which is neither eleemosynary, nor an excuse for “slave-dnving,” nor
one stimulated by over-zealous love of money, or self-improvement at the ex-
pense of others,
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Objectives

The Tools, Techniques, and Considerations

q% secure a poten-
tially effective
workforce

To develop the work-
force, as nearly as
possible, to 1ts
capacity

[ .

The labor market, the union and other internal and external
sources of labor Their validation

The employment interview(s), application blank, medical
examination, trade and psychological tests, reference
utilization

Job and Position Analysis to aid hiring properly

The Induction Program to aid adjustments

Periodic audit of reliability of sources, job and position
analyses, the success of the general process tc facilitate
control

The labor estimates - balanced to production and sales
estimates to facilitate control

P —

Job and position analysis to aid training

Interviewing and counseling to aid adjustments and training

Testing (trade and psychological) constructed for the Jobs
and needs of the concern, to follow up employment

The training program - executive through employee

The promotion plan, based on knowledge of wants and feelings
of workers as well as capacity, and designed within the
framework of organization policy and future need

The transfer plan, based on knowledge of the wants and
feelings of workers as well as capacity, not used to
get rid of troublemakers, designed within the framework
of organization policy and need

The union contract, fairly and consistently applied

Consideration of out-plant factors with regard to pro-
motability and transferability of people

To conserve the
workforce both
physically and
psychologically

To compensate the
workforce equit-
ably

Job and position analysis, interviewing and counseling,
the organizational plan, and statistical measurement
(Basic here as in the two prior cases )

Safety engineering, dietary consideration, medical program,
security and emergency program, vocational guidance,
adult education, and child scholarship plans, life,
accident, and medical insurance, retirement and vaca-
tion plans, grievance procedure, suggestion system
and gripe box system, the employee information program,
including both the plant organ and public releases,
employee participation program (the McCormick, Scanlon,
or similar idea), the morale analysis program, fatigue
control, the union contract, and the credit union or
other financial program All of which should be
thought of as employee self-services or cooperative-
services programs

Job and position analysis, interviewing and counseling,
the organizational plan, and statistical measurement
are again basic

Job Evaluation, motion and time study (performed by in-
dustrial engineering), incentive plan, bonus or profit
sharing, other fringe items

Clear, concise, well-publicized, and live up to policies,
periodic audit of entire system

Consideration of cost-of-living and community and indus-

try rates

THE TOOLS, TECHNIQUES, AND CONSIDERATIONS OF
MANPOWER MANAGEMENT AND THEIR RELATION

TO THE WORKING OBJECTIVES
Figure 10
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to be dealt with; recognition that man is both a social and an economic
being, that in his industrial environment he must consider the totality
of that environment — his community, stockholders, customers, vendors,
workers; both in the present and the future sense. In addition, one
must recognize the importance of subjecting the tools and techniques
available for implementation of philosophy to continual evaluation, al-
ways with an eye toward improvement.

To facilitate that future improvement, as well as to assure at least
some degree of excellence in conducting the manpower function under
present conditions, let us now turn to consideration of the areas of
knowledge fundamental to that effort; then, consider the systems useful
in pursuing the “working objectives” under today’s conditions.
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To develop system effectively, one must first achieve
mastery of the fundamentals.

PART II

Essentials for
Successful Manpower Management

It takes thought and work to translate principles and philosophies
into policies, procedures, and methods. Use of the heritage of available
knowledge and experience is as much a part of a manager’s job —
any manager’s job — as is the development of operational systems.

This portion of the text concerns those areas of knowledge or theory
considered fundamental to the effective management of people. In-
cluded are: (1) organization, (2) communication, and (3) control and
analysis. “Good” management operates within these areas and con-
stantly utilizes them to achieve its goals. All the processes of manage-
ment involve these factors in one way or another, hence they are con-
sidered basic essentials. The impact of these essentials upon the general
function of manpower management, and the broad goals of management,
was indicated in Figure 2.

ORGANIZATION. The management of manpower must involve
management of organization as well as its creation. Chapter 3 presents,
in very brief form, the fundamentals of Organization Theory. The
presentation is developed in recognition of the fact that organization
may cause manpower problems, and manpower difficulties may give
rise to organizational problems.

COMMUNICATION. The management of people constantly in-
volves communication. Action at any level in a company depends
upon the flow of knowledgeable information — a flow to, through, and
from the several levels of the organization. Chapter 4 relates to the
“theory” involved in systematic development of communication.

Communication embraces more than the use of electric, electronic,
or other reporting devices. It involves people, their emotions, their
biases, and the matter of semantics. One device is of particular sig



56 SUCCESSFUL MANPOWER MANAGEMENT

nificance to manpower managers, however. Chapter 5 is concerned
with communications devices. The concentration is upon interviewing,
however, for the reason that 1t is a prime means of exchanging infor-
mation. Interviewing facilitates or actually enables the giving of orders,
the exercise of discipline and “trouble shooting,” the selection of man-
power and, in fact, every facet of the manpower management activity.
Other communications devices exist either to support or facilitate inter-
viewing,

CONTROL AND ANALYSIS. The management of any enterprise
has the prime responsibility for producing a good or a service for protit,
and assuring at least some degree of perpetuation and growth. Such
a charge involves a creative and a manipulative obligation on the part
of managers. Such a charge requires that they exercise control over
their operations and their organization. Control usually 1s ineffective
unless plan and action — decisions — have a basis in fact. Determina-
tion of fact should result from analysis, not emotion or opinion. Chapter
6 presents the basic considerations related to control.

Chapter 7 covers a specific analytic tool, job analysis. This man-
power technique, or tool, 1s an aid to control. It provides at least one
means of analyzing jobs, of determining their content and their make-up.
It so happens that job analysis stands as a basic manpower manage-
ment device. The results of such analysis have utility 1n selection, in
manpower development, in safety management, in labor relations, and
in compensation work.

ORGANIZATION AND MANPOWER MANAGEMENT. It is
essential that the manpower manager (and his peers) understand the
position that his unit enjoys within the company structure. It 1s im-
portant that he appreciate the nature of h . authority, for it is quite
specific and special. It is important also that he recognize the “division”
of responsibility existing between his unit and other units in the organ-
ization. Chapter 8 presents this picture. It indicates the organizational
nature of the manpower function: where it fits, why it may develop, the
authority its personnel would have, the division of responsibility, and
the commurications circuits or “nets” most likely to be involved.



Community objective is unattainable without a framework,

an organization employing the most adequate systems for
coordinated effort.

CHAPTER 3

Organizations

Every manpower problem involves organization. When a vacancy
occurs, the effort to fill 1t involves coordinated activity throughout the
levels of the orgamization, if scrap 1s a problem, organized effort is
applied to correct 1t, training requires organized effort and cooperation.

Those responsible for the management of manpower require a rea-
sonably good understanding of orgamzation. This need exists for all
managers, whether they are specialists employed in a manpower division
(or personnel department, or industrial relations group) or whether
they are managers of production, or sales, or finance.

DEFINITION

What is organization? It means many things to many people.
The literature contains a variety of opinions. Some definitions are as
follows:

. . . Oigamzation, which 1s the process of so combining the work which
mdividuals or groups have to perform with the faculties necessary for
its execution that the duties so formed piovide the best channels for
the efficient, systematic, positive, and co-ordinated application of effort.!

. . . The administrative process of organizing an enterprise or any of
its parts consists of (1) dividing and grouping the work that should
be done (including administration) nto individual jobs, and (2) de-
fining the established relationships between individuals filling these jobs.2

10liver Sheldon, Philosophy of Management (Sir Isaac Pitman & Sons, Ltd.,
London, 1923), Chapter VIII, reprinted in Harwood F. Merrill (ed.), Classics
in Management (American Management Association, N. Y., 1960), p. 301.

2William H. Newman, Administrative Action (Prentice-Hall, Inc., Englewood
Cliffs, N. J., 1851), p. 123.
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. . . Organization is a tool of management. It is the process by means
of which the combmation of factors of production is effected. To facili-
tate the process, structures are designed. . .3

. . . But the nght organization structure is the necessary foundation;
without it the best performance in all other areas of management will
be ineffectual and frustrated.+

As a company grows, 1its organization grows. As an organization
grows its channels of communication develop, its jobs reach clarifica-
tion, and its relationships attain shape. Like all dynamic forms of living
things (being made up of, and by man), an orgamzation has certain
needs which must be met if it is to continue to live, to grow, and to
achieve the hoped-for success planned by its managers and workers.

Management’s job, then, 1s to organize the components of organiza-
tion effectively, to establish a whole which is effective in attaining de-
fined goals. In part this involves factors such as individual and group
security, participation, and assurance of growth. These characterstics
of organization are dealt with to some degree by every manager, from
foreman to president.

THE MANPOWER MANAGER AND ORGANIZATION

Manpower managers are involved with organization in several ways.
As the heads of specific divisions, departments, or sections of a firm,
they are concerned with the architecture or structure of organization,
and with the processes which facilitate attainment of an organized
condition. Their interest relates to their own unit and the company as
a whole. Because of specific responsibility and training, they advise
the rest of management on matters pertaining to organizational con-
siderations relating to and involving people.

Drucker indicates that a “good” manager, practicing “good” man-
agement, takes a positive and active stand.® The manpower manager
thus constantly strives to make events happen rather than await their
happening. f necessity, he is creative and seeks to develop creative-
ness in others; he applies imagination and initiative, and encourages
these attributes in others; he exercises judgment based upon fact rather
than emotion, and concentrates upon growth. Growth is the business
of every manager and the manpower manager knows that man alone
grows in the man-machine relationship — he seeks to optimize the
growth of people in order to facilitate the growth of organization.

3Dale Yoder, Personnel Management and Industrial Relations (Prentice-Hall,
Inc., Englewood Cliffs, N. J., 1956), p. 132.

4Peter F Drucker, The Practice of Management (Harper & Bros., New York,
1954), p. 226.

5Drucker, op. cit., pp. 7-17, passim.
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ORGANIZATION THEORY

Manpower managers, whether foremen or staff specialists, face
human problems generated by organization, magnified by organization,
or affecting organization. The theoretical setting involved has four
phases: the conditional, the processive, the structural, and the be-
havioral.

A manpower manager’s department may be organized, or dis-
organized; his firm may or may not present an orderly picture. In the
theoretical sense, this conditional aspect comes before and after struc-
tural or processive action and reflects, and in a sense impels, behavior.

Manpower managers coordinate activities, exercise authority of a
kind, concern themselves with discipline. Their work is to some
degree influenced by the hierarchy of the firm, and they exercise and
assist in the development of leadership. These processive aspects of
organization theory, when properly applied, facilitate the manager’s
handling of people as well as things.

What the manager of manpower must do, and is able to do,
typically is affected by the structure of the firm. The staff specialist
(manpower manager or personnel director) may be unable to com-
municate in a timely and direct fashion with some other manager be-
cause of the structure. His effectiveness may be reduced because the
structure is so designed that he cannot reach the lower echelons with
his advice.

Managers find that organization both affects and is affected by
the behavior of personnel. In the theoretical sense, as well as the prac-
tical, a manpower manager’s success is influenced by conflict bred of
organizational problems. In addition the actions and reactions of people
influence his ability to apply the processive principles of organization
properly.

Table 3 presents in very brief form the processive considerations
so aptly developed by James D. Mooney and Alan C. Reiley.® These
points refer to the unification of people, definition of work, develop-
ment of the channels of communication, and the job and personal
relationships necessary to effective organization. Two of these points
have special impact upon a manpower manager’s application of organi-
zation theory.

FUNCTIONAL DEFINITION AND DIFFERENTIATION. When
given the right to act, an individual’s function must be defined. This
principle is activated by the application of job analysis. As indicated
in Figure 11, the prevelance of change makes job analysis necessary if
function is to be defined.

8cf. James D. Mooney and Alan C. Reiley, The Principles of Organization
(Harper & Brothers, N. Y., 1939).
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TABLE 3

THE PROCESSIVE CONSIDERATIONS
OF ORGANIZATION THEORY

Consideration Remarks

Coordination Coordination refers to the orderly arrangement of group
or individual effort to provide unity of action in the
pursuit of common purpose.

Authority Coordination can neither develop nor be effective with-
out authority. Authority 1s the right to do -- he who
has the right, may coordinate.

Leadership Leadership is the way and power of command (not the
right). Those with authority may be unable to coor-
dinate because they lack the ability to do so.

Mutual Interest Known as "homogeneity of goal," or "common goal," mu-
tual interest assures that, in the long run at least,
all processes and people are going in the same direc-
tion, It facilitates coordinative effort.

Objective Objectives or goals are necessary before coordination
can be effective,

Doctrine Doctrine is the definitive action of clearly stating,
and making readily available to all people, the goals
of the organization.

Discipline Intent is clarified through objective. Doctrine spec-
1fies that intent. Discipline pertains to attainment
of that intent. Discipline is personal and relative to
leadership. Discipline pertains to command, self-
control, training, and response., The prime discipline
is self-discipline.

Hierarchy Hierarchy provides the channels for coordinative effort,
facilitates orderliness and unity in command.

Delegation Authority must be conferred upon people or coordination
will be ineffectual. However, final responsibility is
not escaped by delegating authority. Delegation means
to give, to grant, confer upon, or assign, but what is
assigned must be consistent with job definition or ob-
viously necessary due to some unusual condition.

The change-time concept represented in Figure 11 draws attention to
the following points:

. . . If organizations and jobs were static, and each individual stayed
in each job for an infinite time, we could represent this relationship as
frm A to B, or A, to B,, etc; and there would be little difficulty
defining an assignment by mere observation or consideration of tradition.

. . . Even though change took place, if it occurred in a regular, predic-
table manner and if each individual stayed in each job for an infinite
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time, thereby having the individual and the job change together and
at a 1cgular rate, we could 1epiesent this 1elationship as from A to C,
or A, to C,, etc, difficulty of defmition would be in direct relationship
to rate of change and could still be made from the armchair.

. .. Since neither people nor jobs change mn such a regular manner, and
since people do not hold jobs tor mfimte perods, 1t 15 necessary to
arnve at job defimtion thiough a specially-formahzed analytical device
such as job analysis (see Chapter 7)

Correct definition of jobs seeks to differentiate duties. Differ-
entiation simplifies definition and proclamation of policy and procedure
and the assignment of people. It also helps distinguish between related
and unrelated jobs, thus aiding in development of an efficient hierarchy.
Differentiation facilitates identification of pay grades, skill levels, areas
of risk, and specific responsibilities.

STAFF ACTION. This processive principle points out that, as
organizations grow, the need for specialized assistance increases. As-
sistance is best positioned wherever needed in the hierarchy.

The “staff action” concept is basic to manpower managers. In the
first place, it provides assistance to others, it develops advice, systems,
and techniques to facilitate the work of others. Secondly, it recom-
mends change — another form of assistance.

STRUCTURAL CONSIDERATIONS. The design of an organiza-
tion purposely takes into account its function and its environment.
Eight rules exist as guides for managers who seek to develop or alter
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an organization. These rules are supported by four traditional points
— Table 4 — which tie together the processive and structural thinking.”

1. Structure Is Situational. Because of changes in technology and
economic parameters, because of expansion and contraction, a structure
satisfactory m one period of time may be totally inadequate i another.
This relates to the dynamics of orgamzation

2. Structure Reflects Personalities. Executives have a distinct effect
upon an organization’s design. The combination of authonty, coordi-
native responsibility, and personal competence explams this effect. This
personal effect extends downward in a hierarchy, but to a lesser degree
with each step.

3. Design for Performance. An organization’s structure exists to
facilitate performance Through manpower, job, process, product, and
market analysis, performance requirements are determined. Manpower

TABLE 4

Traditional Structural Considerations which Tie Processive

Consideration

and Structural Theory Together

Remarks

Departmentation

Hierarchy of
Authority

Specialization
and Assistance

Functionalism
and Responsibility

This refers to the primary division of labor or work.
Division of labor should be carried through the di-r
mensions of structure, not held to the lowest eche-
lons or isolated to production units and personnel

In every structure there are certain points where co-
ordination will take place. Implied is that the
larger the firm, the greater the departmentation and
the more complex the hierarchy of authority. Unless
some other factor is considered, decisions tend to
lack importance and even, perhaps, frequency at lower
levels.

There are levels where specialized assistance is
needed. Division of labor affects, in part, the na-
ture of decisions required. In turn, they determine
to some degree the nature of, and the levels where,
assistance will be required.

Each organizational unit should serve a functional
purpose related to the end product or service pro-
vided by the firm. It should be directly connected
to that unit or those units depending upon its activ-
ities for their ability to meet their organizational
responsibilities.

Tof. William H. Newman, Administrative Action (Prentice-Hall, Inc., Engle-
wood Cliffs, N. J., 1951), pp. 279-280; Harold Koontz and Cyril O’Donnel,
Principles of Management (McGraw-Hill Book Company, Inc., N.Y., 1955), ppP.

83-276, passim.
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managers, and others, use the information as they design or redesign
organization.

4. Design for Communication and Control. Effective performance
requires effective information-flow  Structure thus requires as few
levels as possible and a reasonable horizontal range at each level. In
addition, levels should be so fitted into the over-all structure as to
provide as nearly direct flow as possible from level to level

5. Design for Growth An orgamzation’s structure and its people
must be capable of growth, without this capabihity the firm may shp
rapidly mto the “fourth stage of industnial growth” (see Figure 12).
The indicated curve 1s an approximation. The exact shape, and the
factors responsible for that shape, will vary from industry to mdustry.
This “design for growth” concept becomes a logical base for the man-
power development function.

6. Design for Integration and Autonomy. The rule states that every
segment of a structure should be so integrated as to facihtate completely
coordmated action, but where and when possible, 1t will provide for
autonomy to aid nternal control of each segment and to prowvide the
people in authority positions a better opportumity to grow  Proper
mtegration demands functional alignment of the segments of an organ-
1zation  If carried to an extreme, however, autonomy might eliminate
any significant form of functional integration Managers therefore seek
to obtam balance between mtegration and autonomy.

7. Design for Decentralization ~An orgamzation requires a vig-
orous and resolute center, and 1ts branches should be self-sustaining and
only less vigorous m that they are subservient to the center — to prime

a 4
>
4 3
o Key. 1 is period of experimentation
o 2 is period of rapid expansion
b 2 3 is period of diminishing growth
® 4 is period of stability or decline
2
Bl 1
-
Time

Source: By permission E B. Alderfer and H. E. Michl, Economics of American
Industry, (McGraw-Hill Book Co., New York, 1950), pp. 15-18, passim, chart,
p. 16.

THE INDUSTRIAL GROWTH CURVE
Figure 12
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authority.® Two interdependent ideas spring from this comment: (1)
federal decentralization, and (2) functional decentralization.?

The functional arrangement requires that orgamization structure
be designed by process, with the mdividual segments connected in
terms of their contributions to the whole job. Each segment has
responsibility for a given process. This may maximize the problems of
the manpower manager, for under 1t local loyalties become more im-
portant than loyalty to the company as a whole, and various forms of
conflict develop.

The federal arrangement, to quote Drucker,10 “ . . organizes activi-
ties mto autonomous product busmesses each with its own market and
product and with 1ts own profit and loss responsibility” From a man-
power management viewpoimnt, the mmportant features of this arrange-
ment are: (1) 1t tends to 'maximize loyalty to the company as a whole;
(2) promotion and individual development cross the functional lnes;
(3) the arrangement requires that manpower selection procedures locate
broad, as well as specialized, knowledge and potential, and (4) 1t forces
recognition of manpower development in depth

These two forms of structure are complementary rather than
competitive. Both have to be used in almost all business.”!! This mag-
nifies the “situational” aspect of structure, and both the situational and
the “performance” rules appear as Drucker continues with.12

But the genumely small business does not need 1it, since 1t 1s
I 1ts entirety an ‘autonomous product busmness’ Nor can federal-
ism be applied to the nternal orgamzation m every large business

-+ . And m practically every business there 1s a pomt below which
there is no ‘autonomous product’ around which management can be'
organized. Federal decentralization while superior 1s thus hmited.

8. Design for Unity in Command. Each subordinate — person
or job, segment (umt) or branch (department or division) — will have
one and only one direct and immediate superior. This rule does not
preclude the crossing of channels — the violation of spheres or boun-
daries of responsibility in order to seek or present specialized assistance
or advice ~ nor does it preclude the development and application of
committees. It does not violate the concept of a hierarchy of authority,
a chain of command. It permits the breaking of channels for informa-
tion and assistance, but only so long as the superior is kept mformed
and his prerogatives of command are maintaned.

BEHAVIORAL CONSIDERATIONS. Even today, little has been
proven regarding the behavioral considerations of organization. What

8Drucker, op. cit., p. 214,
91bid., p. 205.
107bid , pp. 205fF.

117dem.
12]dem.
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is known is significant to manpower people, and particularly manpower
managers, for several reasons.

They pertamn to conflict bred of orgamization.

.. They provide msight mnto the human limitations and rela-
tionships regarding organization

Often the manpower problems developing because of organiza-
tion, or the organmizational problems ansing because of human issues,
can be explamed or corrected only through consideration of the be-
havioral factors.

Each of the following points has a direct bearing upon the daily
problems associated with the management of manpower.

1. Human Behavior Is Complex Regardless of the adequacy of
orgamzation, people do not always respond to stimuli 1n expected fashion

2. Influences upon Response Are Varied. Human behavior in the
industnal environment 1s seldom, 1if ever, the result of (or the cause of)
one influence or factor The capacity and compatibihty of people, their
formal and informal associations, and the nature of their organization
and 1ts various standing operating procedures (SOP) and methods all
influence response.!3

3. Behavior May Become Rigid 1f the expected and required
behavior or response 1s the rule rather than the exception, behavior may
be termed “ngid” Where seniority and position nghts are the rule,
where the devices used to help achieve an organization’s goals are allowed
to acquire greater importance than the goals themselves, ngid behavior
develops. Where complacency leads to satisfaction with mediocrity,
where what 1s night or best 1s sacrificed for what 1s convement, behavior
becomes ngid ¥ With rigid behavior there develops a tendency to treat
anything and anyone not directly associated with one’s own organizational
unit as a “necessary evil.”15

4. Job-Dilution Affects Behavior ~As the processes of organization
lead to ngidity mn behavior, a tendency toward increased job-dilution
occurs  Job-dilution refers to the “watermng down” of j0bs, to reduction
of job complexity, or to reduction of the sigmificance of decisions or
required skills In other words, an over-delegation occurs.

5  Special-Interest Behavior Is Related to Goal-Interest Over-
delegation and job-dilution increase the tendency for sub-umt (depart-
mental) or sub-goal interest to displace any real attendance to the
organization as a whole.

13cf. James G. March and Herbert A. Simon, Organizations (John Wiley &
Sons, Inc, N. Y., 1958), p 35

l4cf, Clarence B. Randall, “The Myth of the Magic Numbers,” Dun’s Review,
Vol. 77, No. 3, March, 1961, p 33ff.

15March and Simon, op cit., pp. 37-40, passim; R. K. Merton, “Bureaucratic
Structure and Personality,” Social Forces, 1940, Vol. 18, pp. 560-568.
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6. Goal Homogeneity Necessary to Effective Behavior. Delegation
1s important to effective organization, however, the nsk of over-delegation
and too great a job-dilution must be mmimized. Development of “Goal
Homogeneity” 15 the key to this 1ssue  Proper policy and procedure
formation and dissemimation are necessary, and effort must be generated
to “conserve” manpower as discussed m Pait V of the text.

7. Motivation — the Key to Effective Behavior. Normally men
will not long stand for bemng “driven.” The procedures used in effective
orgamzation will be directed towaid motivation of manpower

ORGANIZATION MAY FRUSTRATE. A condition, process, or
structure which emphasizes rigid behavior may frustrate the personnel.
The degree to which a person 1s abnormally frustrated tends to be
reflected in his work. The,greater the degree of frustration, the less
effective the workforce. Managers therefore seek orgamzational fea-
tures which minimize frustration. They seek a structure and process
which minimizes internal communication time. In this structure activi-
ties are properly grouped; responsibility 1s assigned with commensurate
authority, delegation is not carried to extremes, but is carried far enough
down through the structure to encourage imtiative at each level, and
specialized, coordinated assistance is available when needed.

PARTICIPATION — A KEY TO MOTIVATION. Motivation to
produce and motivation to participate-are related. Man tends to be a
gregarious animal. Subordinates 1n the industrial organization want
to know what is going on, and generally want a part mn it. Persons who
feel no desire to participate, or who feel that their ability to participate
has been cut off or mmimized, will tend to produce ineffectively.

Too often behavioral considerations are thought of as beginning
and ending with the quality of leadership exercised by company man-
agers. The organization itself has much to do with behavior, however.
The ability to participate, for example, can be mimmized by structure.
If the layers and channels are so many and so ngidly adhered to that
people feel themselves excluded from the total organization, they feel
that they cannot participate. In fact, they may be unable to participate.
This condition fosters a centering of interest in the immediate or local
organization (the section or department) thereby magnifying special
interest in the sub-unit. Furthermore, a real or felt inability to partici-
pate in the company may cause individuals to concentrate their pro-
ductive efforts in some external organization.

INTERDEPENDENCY OF CONSIDERATIONS. The statement
and brief discussion of orgamzational considerations focuses attention
upon the distinct interdependency existing. Figure 13 presents a dimen-
sional view of the broad considerations. Manpower mar . fers realize
that no organization can be “organized” unless that condition is facili-
tated by the organizational processes used by management. and by a
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Pandora's Box Contains The Organization

A DIMENSIONAL VIEW OF ORGANIZATION THEORY
Figure 13

company structure designed to foster that condition. They also realize
that 1f the structure or process spoken of stands as a cause of negative
behavior, an “orgamized” condition will not exist. Each phase of organi-
zation theory, or each broad set of orgamzational considerations,
depends upon each other phase. This interdependency sets the stage
for the work of manpower managers. On the one hand it immediately
suggests the vital importance of proper recruiting and selection. On
the other 1t suggests the importance of developing, maintaining, and
compensating employees 1n proper fashion. Basically, this realization
can be traced to the importance of assuring, if possible, behavior that
will enable the building and maintenance of proper organization.

THE FUNCTIONAL NEEDS OF AN ORGANIZATION

An organization is dynamc. It can be likened to a living thing.
It has needs which must be satisfied if it is to survive. These needs
pertain to the growth and functioning of the company and its people.
They hold true regardless of the size or of the nature of the business.

When discussing organization, normally one looks at the very com-
plex theory, thinking for the most part about the rules or principles
upon which an organization supposedly is built. Either that, or he
considers organization in terms of what it is and what it means. If
people are to be effective within an organization, however, managers
also must consider what the organization requires of them.
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These requirements or needs are important to the profit, the pro-
ductivity, and the durability of a company.!® They are functional, and
tie together the processive, structural, and behavioral aspects of organi-
zation. Five such needs exist.

REASONABLE LIFE CERTAINTY. A fundamental concept of
industrial organization holds that if the members of a company have
reason to believe that they and their organization have a future, they
can be expected to produce. Without production there can be no
industrial life.

The idea of life certainty 1s dynamic It implies, and in fact de-
mands, that progress and progressive attitudes exist. This reflects the
basic management viewpont: a manager should take positive action,
he should make, not await, évents; he should work in the present with
an eye constantly on the future.!” Unless this is management’s ap-
proach, the organization tends to stagnate and eventually die through
its mability to escape the decline in the “fourth stage” of growth indi-
cated in Figure 12. Only through progressive action based upon
progressive attitude can orgamzation escape that decline and have
reasonable assurance of life certainty.

UNITY IN COMMAND. Chaos and disorganization occur in the
absence of unity in command. Such conditions endanger both the
present and the future operation of an organization.

Generally the term “umty” 1s associated with “singleness.” Ordi-
narily the term presented is “umity of command” instead of “in com-
mand.” We depart from traditional terminology here because of the
typical reference to “singleness.” The rule holds that every man should
have one, and only one, boss. The typical corollary holds that, in the
absence of “singleness of command,” a progressive deterioration of
compatibility among people in the organization will develop and destroy
coordination, production, and durability. Both the rule and the corol-
lary are true and important, however, they leave an incomplete picture.

Two additional points warrant attention. First, unify can exist
where command results from coramittee or board action. Whether
unity does or does not exist depends largely upon the degree of per-
sonal compatibility existing within that committee or board, and upon
the presence of a reasonable homogeneity of viewpoint and goal-interest.
If these requirements are met, unity lies in the collective action of
the board or committee members, and the fact that a properly function-
ing group of this kind expresses itself through a voice of authority —

18William J. McLarmey consultant, author, and inspiring teacher, has pointed
out that the “priority” relationship of durability to profit and productivity is sig-
nifcant because short life makes other facets of limited importance.

17Drucker, op. cit., Chapters 2, 12 & 27, passim, cf. Stuart Chase, Roads to
Agreement (Harper & Brothers, New York, 1951), p. 235.
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a boss. Furthermore, responsibility for results rests with that “voice,”
not with the committee. The “command” of the organization thus is
said to have, and 1n fact does have, “unity.” Manpower managers there-
fore seek persons having the required compatibility and homogeneity
patterns when selecting manpower.

The second point is that “singleness” of command might be used
as an excuse to imsist upon bhind acceptance of command and as an
excuse to develop dictatorial command. Professional managers (in-
cluding manpower managers) realize that no effective command exists
unless the leadership exercised 1s acceptable to those being led — witness
the eventual end of most of the world’s dictators. One concludes from
this point that “command” is not a “one-way street.” To have “unity”
there must be acceptance by the subordinate as well as “singleness” in
the command. This requirement again brings into play the important
dea of homogeneity and compatibihty. Orgamzations thus require more
than just unity of command. They require regular application of the
“one boss” idea, full recognition of the “acceptance” idea, and careful
implementation of the homogeneity and compatibility points — they
require unity in command.

HOMOGENEITY AND INDIVIDUALITY. Every organization
requires homogeneity of viewpoint on the part of its personnel. A
danger exists, however. Some may construe homogeneity as meaning
that individuality is unwelcome. This is a wrong assumption, for homo-
geneity can and must exist in the presence of individuality if an organ-
ization is to progress.

Individuality, guided by a common goal, strengthens the oppor-
tunity for continued organizational life From such guided individual-
ism, farsighted ideas arise. One concludes that truly effective organ-
ization never occurs in the presence of conformists. Individuality, not
conformity, is basic to initiative, and initiative is basic to progress.
The great inventions, the technological advances, did not come from
conformists; however, initiative without direction can lead to chaos.
Homogeneity provides the necessary direction.

POLICY. Effective organization requires effective goal attain-
ment, but people cannot attain goals they do not know. As pointed
out previously, policy is the statement of goal or objective: it is the
voicing of the company’s doctrine. To be effective, and to foster
effective organization, policy must be based upon sound criteria. It
must be flexible to facilitate the meeting of changing conditions, but it
requires continuity. Policies frequently are spoken. They should, how-
ever, be written — published and lived up to. Policy is necessarily
available to all, and known to all. Without policy, coordination be-
comes difficult, to say the least.
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Newman defines policy as:!8 “ . . . a general plan of action that
guides members of the enterprise in the conduct of its operation.” He
points out the hierarchical nature of policy, that is, how it broadens and
becomes less restrictive as one chmbs the organizational ladder.’® A
“top management” policy thus will have to do with a broad plan of
action which may require several operating levels to establish procedures
which, in turn, will require specific methods in order that the policy
of “top management” can be carried out. From the “top,” an operating
manager’s procedure will be considered as a procedure; but operating
managers (division or department heads, foremen, and the like) may
consider it to be their policy. Operating management will set up what
the “top” will call methods; but to the operating management these will
be considered as procedures.: The manpower manager knows that the
worker will view a method as a method, but will consider, or tend to

> %

consider, a procedure as a policy, and the “top’s” policies as policy also.

THE FIVE PRINCIPLES OF AGREEMENT.2 The durability,
productivity, and profitability of an organization come about through
the application of human effort. That effort must be coordinated,
directed toward a common goal, and as conflict-free as possible. In
other words the behavior of people is important to the success of
organization.

The organization requires harmony. It therefore needs managers
who will lead rather than “drive.” It needs managers who apply the
following principles.

1. The Principle of Participation An employee’s motivation is
improved when he has an active part in the running of a company
Alert managers implement this participative approach They avoid the
hypocrisy, however, which holds that the employees or their organization
should run the company Chase pomts out that:2! “The keynote is
doing things with people, not to them.”

2. The Principle of Group Energy Group energy 1s usually
thought of in terms of mob wviolence or panic Note, however, the
group energy on the football field, in the hospital operating room, and
on so many assembly lines and in so many staff conferences. Correct
release of group energy requires flexible channels of communication,
development of men, and informed and vocal people, regardless of their
position.?2 The effective leader realizes that participation by subordi-
nates involves guided release of group energy.

18Newman, op cit., p. 41.
191bid, pp. 41-54, passim.
20Chase, op. cit., p. 235,
211bid, p. 236,

22Kurt Lewin, Resolving Social Conflicts: Selected Papers on Group Dynamics
(Harper & Brothers, New York, 1948).
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3. The Principle of Clearing Communication Lines. No organ-
1zation can become o1 remam effective unless information flows quickly
and accurately thiough its dimensions. Professional managers strive to
keep the channels of communication as simple as possible.

4 The Principle of Facts First Emotion can destroy an indus-
trial organization. To permit emotions the right of primacy is not only
mmpractical, it s downright wrong 1f an orgamzation 1s to operate effec-
tvely. Effective and dwable organizations are gwded by people who
seek and operate m the hght of fact.?3 The effective manager leans to
whimsy, opmion, the “calculated nisk,” and the “educated guess” after
all possible search for fact has been exhausted.

5. The Prnciple of Security Orgamizational hfe-certainty and
individual sccunity have a distinct relationship. The msecure indi-
vidual represents a threat to the durability of the organization, and the
company which lacks reasonable life-certamty thieatens the well-being
of the person The rule holds that effort to mamtam or immprove the
durabihity of an oiganization will be made easier if 1t mcludes efforts
to develop a feeling of security on the part of the employee Corollaries
to this “functional need” of an organization may be stated as follows:

(A) Pcople within the structure who feel secure are less
mterested n internal conflict(s), but may become complacent and
thus reduce therr effort to search for facts

(B) Where the personnel feel secure, their abiity to con-
centrate upon fact nstead of fancy incieases, and greater produc-
tive attainment can be expected — provided feelings of complacency
do not take over.

(C) Good pay and steady work in a desirable environment
attract “good” employees and minimize the chance of internal con-
fict What may be considered good by one may not be so con-
sidered by another, however, and the mndividual’s position in the
hierarchy also has an effect upon such feelings.

(D) The hving, growmng organization 1s durable and in itself
conducive to peisonal feelings of security on the part of the people
mvolved  Stated in another way. well-paid people who feel they
belong and are wanted, and who understand the needs and feelings
of others, and participate m the decisions, only mfrequently fall
heir to confhct

DEFINITIONAL PROBLEMS

Many organizational problems plague manpower managers. Among
the most prevelant are those related to the distinction between “line”

28See Melvin Mandell, “Upgrading Industry’s Plant,” Dun’s Review, Vol. 77,
No. 3, March, 1961, pp. 68 and 73. Some psychologists note that skilful man-
agers “play hunches,” This 15, of course, true. These “hunches” are, however,
the result of long and often painful experience with facts. When a hunch is plai'ed,
or a “snap judgment” is made, the mind of the skilled manager is, actually tic ing
off the facts, assembling them, and coming up with an answer someone else could
arrive at if he had the facts attained through experience.
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and “staff,” and those concerning span-of-control and informal organiza-
tion. Such problems intertere with communication, hamper decision-
making efforts, lead to or magmfy conflict, and, mn general, jeopardize
the effectiveness of orgamzation

LINE AND STAFF. Traditionally, these terms denote action and
advice. The line commands, takes action, the statf advises, facilitates
the line’s action. Traditionally the hine organizes, coordinates, assem-
bles, and directs the factors of production, whereas the staff plans and
admimisters control for the hne.

In today’s industry, every umt (line or staff) to some extent, does
take action, provide advice, orgamze, plan, direct, coordinate, and
administer control. Thus 1t 1s difficult to apply the traditional defini-
tional views to the orgamization of the present. The problem 1s eased,
however, if one recogmzes the followmng pattern of distinction.

“Staff” jobs and units exist to facilitate the production and distribu-
tion of the item or service the firm seeks to market. A staff individual,
job, or unit aids the line in achieving the purpose for which the lne
exists. Staff does those things assigned to 1t by the hne. It 15 created
by line action. Staff, then, provides speciahzed administrative support
and physical service to the hne.

SPAN-OF-CONTROL. Traditionally this principle defines the
number of subordinates that a supervisor can supervise effectively.
Sometimes one hears it said that the magic number is seven, or nine,
or even five. Such mmpressions achieved logical eminence because of
the mathematical examiation of the supervisor-subordinate relation:
ships as performed by Graicunas2* Actually the mathematics merely
defines the relations development which may take place. Iet us con-
sider the picture in a different light.

1  Span-of-control 1s not a punciple having a right of pumacy
It is one of the prmciples mvolved in span “theoy ” Span specifies
several things: (A) supervisory or managenal reach and response nar-
rows as the hierarchy nises, but (B) responsibility n teims of depth,
opportunity-search, and decision-sigmficance bioadens as the hierarchy
rises In addition, (C) the hmtations to supervisory and responsibility
span exist as a function of communication, but (D) time, and the changes
wrought by it, as 1t affects people and things, serves to make span a
changeable factor.

2. The question of correct span mvolves not numbers, per se, but
functions and people Thus, the sub-punciple of span-of-control can
be stated as follows:

24V A, Graicunas, “Relationship in Orgamzation,” Bulletin of the International
Management Institute (Geneva: International Labour Office, 1933), L Gulick and
L. Urwick (eds.), Papers on the Science of Administration (New York. Institute
of Public Administration, 1937), pp. 181-187
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The number of subordinates a given supervisor can effectively
supervise at any given time 1s a function of.

.. . The amount of detail mvolved in the work.

-+« The simlanty and complexity of the jobs or tasks to be super-
vised.

.. .The complexity of the channels of communication mvolved.

.. The compatibility of the people mvolved — the supervisor to
his suboidmates, superior, and peers.

... The competencies of all the people mvolved.

The importance of all this rests with the pomt that if an organiza-
tion seeks to utilize mummum effective managers, numerous “layers”
will develop in the orgamzation, and the same thing may occur if
minimum  effective employees are hired. Concerns often use as an
excuse for poor selection policies and procedures the idea that span-of-
control must be kept narrow, or managerial span increases the com-
plexity of communication channels, threatens the compatibility of
relationships, leads to development of kingdoms of self-interest, and
endangers goal achievement. This narrowness of span so dilutes mana-
gerial and supervisory jobs, however, that the individual acquires little
of the experience required for promotion to the next level.

The importance of a proper understanding of span is enhanced by
considering several of Drucker’s remarks.2’

Every additional level makes attamment of common direction and
mutual undeistanding more difficult  Every additional level distorts
objectives and musdunects attention. Every lnk m the chamn sets up
additional stiesses, and creates one more source of mertia, friction and

slack.

Above all, especially m the big busimess, every additional level
adds to the difficulty of developng tomorrow’s managers, both by
adding to the time 1t takes to come up fiom the bottom and by making
spectalists rather than manageis out ot the men moving up through
the cham.

Some managers hold that as the need for control increases, the
span-of-control must, per se, decrease. This belief seems to stem from
the “error margin” or “economic limitation” concept, that the weaker
the economic capacity or the greater the economic necessity of an
organization, the less the error permissible in decisions; the less the
permissable error, the greater the need for control. “Good” manage-
ment, however, insists that permissible error and the need for control
are relatively constant. Such management also realizes that effective

25Drucker, op. cit., p. 203.
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control may be significantly reduced if span-of-control is unnecessarily
narrow.

INFORMAL ORGANIZATION. Certam characteristics distinguish
the informal from the formal orgamzation. Familianty with these
distinguishing marks enables more ready identification of mformal or-
ganizations by managers.

1. Development: mformal structures often develop by chance or
simply because of length of association Some common interest pattern
will bind together such structures Their existence may be due to a
common mterest m sports, politics, extia-curricular activities, or a com-
mon dislike or conflict. They develop because of the job and its
required associations, or participation mn car-pools, or merely because
of living in the same neighborhood, o1 belongmg to the same club o
church. Such development may be unplanned — and usually 1s — or
it may be carefully or even msidiously planned

2. Godling. ordmarily the goals of mformal orgamzations he in a
different direction from those of the formal These goals may or may
not be directly or highly mfluenced by economic considerations.

3. Leadership. the leader of such a structme may or may not be
the leader in the formal structure — may or may not be the head of
a department, a foreman, or even a vice-president Generally the
leadership position is achieved by means of threshold or subthreshold
individual decision — a covert election — which may be directly in-
fluenced by the group, and which will directly atfect the group.

4. Membership: manpower people should recogmze that member-
ship in such organizations falls mto three categories, the associate, the
periphery, and the 1solate. Recognition acquires significance because of
the conflict potential present mn such a formation. The periphery
member associates himself with the rest of the group, but the others
merely tolerate him. The isolate 1s just that — he wants and asks for
no part in the orgamzation, and the members do not even tolerate him
except, perhaps, as necessitated by the performance of work.

The design and nature of an informal organization’s membership
may, and frequently does, change. An isolate may change, as may a
periphery member. He may become the leader of the group, and the
shift may occur with extreme rapidity; and an associate may suddenly
become a periphery or isolate. The situational requirements, as well
as the personalities and base interests of the involved people and their
work requirements, tend to cause the shifts. It would be of questionable
ethics to force such a change, but manpower people may occasionally
find it necessary to do just that.

AUTHORITY. Authority is variously defined. Previously it was

pointed out that authority is “the right to do.” Koontz and O’Donnell
define it as the “. . . legal or rightful power; a right to command or
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to act”®® To the psychologist, authority appears as a constraining
influence which reduces the action-choices of the individual or the
group.?”  Without question, 1t is a property of the situation.

Misunderstanding or misapplication of the term authority often
causes conflict. The prime error, as pointed out before, is to treat
authority as a substitute for leadership. Managers often make this
mistake. The following points are presented in an effort to identify
some of the salient characteristics of the term.

L. Authority — A Necessity. Consistency n internal objectives
depends upon a power within the organization.28 Authority therefore
appears as the foundation of organization The rule appears: the per-
sonnel within each division, subdivision, and the like, must have the
authority necessary to accomplish the assigned mission

2. Authority Is Impersonal. Like any legal nght, authonty is
predicated upon the logic of need, 1t 1s institutionalized It therefore is
defined by the structure 1t serves, and one identifies 1ts degree by study
of the job and the over-all orgamization within which the job occurs.

3. Authority Is Personal. Because man interprets and applies
authonity, there is a personal side to this impersonal factor. It is this
side of the com that gives manpower people, as well as all managers,
the greatest amount of difficulty, for how man apphes his authority
depends upon leadership. The difficulty. 1t 1s often easier to fall back
upon legal nght than to apply skillful leadership.

4 Authority Is Natural Bemng defined by the job and the position
within a structure, authority is held to be mherent, or natural, in the
given case. For example, a man has a nght to assign work to another
man because he holds the job of foieman, or the personnel department
has the nght to recruit workers due to functional assignment. Both
are instances of inherent authonty.

5. Synthetic Authority. There comes a time m every organization
when urgent necessity demands that authorty be cieated which has
not previously existed, or which does not exist in the usual case. Such
authority may be referred to as bemng “synthetic” It exists to handle
some unusual or emergency situation which cannot be dealt with through
a job’s inherent authority.

6. Authority Delegation. When a manager assigns authority to
a subordinate, it 1s said that he delegates that authonty. Obviously,
because people must be placed m jobs, or make jobs, superiors must
assign those jobs. Although the authority of a job is defined in that
job, the individual through assignment picks up that authority — he

26Koontz and O’Donnell, op. cit., p 47.

27Robert Bierstedt, “An Analysis of Social Power,” American Sociological Re-
view, XV (1950), pp. 730-736, Roger Bellows, “Toward A Taxonomy of Social
Situations,” presented at Symposium on Dimensions of Stimulus Situations Which
Account for Behavior Variance, Texas Christian University (Sponsored by Office
of Naval Research, Group Psychology Branch), April 20 through 22, 1961.

28Mooney, op. cit., pp. 6-7.
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does not pick 1t up unless he is placed in the job The manpower
problem evolves because people, bemng people, often seek to pass off
to others those things which they should have done or seen to but do
not wish to handle. They claim, by way of justification, that this is
“delegation.”  Actually, as most realize, this 1s nothmg but “buck-
passing.” Such an action has the etfect of establishing a synthetic
but unjustified authority. Only mn the emergency should a superion
“delegate” synthetically

7. Authority Is Dynamic. Smnce structure and job defme natural
authority, it follows that authonty exists m an active state. 1t changes
as the job and structure change.

8. Authority Is Static. Natural authority has a static aspect mas-
much as 1t cannot be 1elinquished except m the presence of redefmition
or reassignment of job, redesign of structure, o1 of an wgency leading
to development of correct synthetic authonty and delegation

9. Authority Is Hierarchial Swmce authonty 1s defimed by job and
structure, 1t is normal to find that it has a hietaichical affect The
janitor has the defined (inherent to the job) right to perform sundry
cleaning operations, the maintenance foreman enjoys the mherent (de-
fined by the job) right to supervise, mstruct, disciplme, and assist the
janitor, and the plant superintendent has the authority to contiol all his
subdivision, including that of maintenance.

Horizontal vanation also exists This stems from functional dif-
ference at the respective levels of a structure. Thus the authority
[inherent right as defined by the job(s) mvolved] of the engineering
department differs from that of other depaitments on the same organ-
izational plane. There 1s, then, both a scalar and a functional founda-
tion to the hierarchy of authonty.

10. Authority — Sharing The authority present m a given one-
position job 1s not shared. In a situation where two positions 1 a given
job exist in an identical manner, 1t 1s possible that the authonity mn the
job is spht and hence shared. Two branch managers, for example, with
branch offices of exactly the same size mn relatively similar communities,
and the same or relatively the same markets, may be considered as
sharing authority if one 1s speaking of authonty as contamed withm
the total oiganization of the fir1. If one 1s speaking of the specific
job of Marager of Branch A, there 1s no sharng.

Another view pertams to committee action. Where committees
exist as pohicy or operational management umits, one may find sharing
of authority. Under such conditions the set of processive and be-
havioristic principles indicates that coordination depends largely upon the
balanced development of authority. This in turn pomts to the sharing of
which we speak (the joint nght to consider). Such sharing would not
include final “command authority,” however.

RESPONSIBILITY. Complications regarding responsibility arise
because of the definition itself, and because of human reaction to it.
Responsibility is considered as synonymous with liability and accounta-
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bility. In essence, then, “. . . responsibility is, . . . obligation”® The
manager has the “right” to lead as defined by his job, and the “obliga-
tion” to lead well as defined by his status and job. Full understanding
and proper use of responsibility can be facilitated by the following.

1 Responsibility Is Personal and Impersonal. Responsibihty fol-
lows authority, it takes on many of the same charactenstics. The
janitor has the right (authority) to do the cleaning needed. He also
has the obligation to do that assigned sernes of tasks, and do them
properly. This is all part of the definition of that job, and, in a sense,
15 impersonal. This facet of responsibility may be called the “obligation
to.”

Responsibility “for” (a hability or accountability) also exists. The
superior has a responsibility for the welfare of his subordinates This
too follows the defimtion of the job and accompanies the authority.

There 15, however, a personal side to responsibility  Although the
psychologist treats the term “authority” mn a motivational sense, the
term “responsibility” 1s even more motivational m nature The terms
“obligation”*and “accountability” mmply self-motivation, self-reaction and
the like They refer dnectly to peisonal application

The manpower problem 1s that people frequently refuse to live up
to their 1esponsibihity, n either the peisonal or the mmpersonal sense.
They fiequently attempt to exert the power of defined authority with
no admission to the accompanymg set of responsibihtics.

2 Responsibility Is Inherent Like authonty, and as mdicated in
the foregomng, responsibiity stems from the job or the structural
position. Each member of an oiganization thus has a particular accoun-
tability, the extent and exact nature of which depends upon what is
to be done as detmed by the job at hand

To the manpower manager, this pomts out the need for proper job
analysis procedures  Job analysis provides the identitv of the lmuts
o1 responsibibity mn cach job  Without these limits, the job holder would
be dependent upon the whim of the superior, and the superior might
be unaware of the “real” functional hmits of the subordmnate. These
would lead to confusion, conflict, and make coordination difficult, to
say the least

Although mheient, 1esponsibility does not lend itself to ngid defini-
tion. Defimition must be sufficiently broad to peimit the handling of
emergency situations not normally a part of a job Thus one finds a
statement in a job definition. “. . and shall be responsible as directed
by the supervisor.”

Some fall upon this type of reference with dog-hke ferocity. They
plead that because of this responsibihty can be delegated. This is not
true, nor is it the mplication of such a statement. Responsibility fol-
lows the job; it arises at time of assignment to a job. It 1s not delegated
in the sense of graciously allowing, or furiously insisting, that a subor-

29Koontz and O’Donnell, op cit., p 55.
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dinate be responsible. If, in an emergency, one establishes a new series
of tasks and assigns a subordmate to them, that subordinate picks up
the responsibility inherent to the assignment.

3. Responsibility — Hierarchical. As jobs develop, responsibility,
being inherent to a job, also develops and attans a scalar character. In
this connection one notices that, as the organmization hierarchy ncreases,
so does the scope of the responsibility of the individual.

Honzontal variation exists as well as vertical. Again, this arises
as the natural result of the definition of a job One therefore concludes
that, like authority, responsibility has both a functional and stiuctural
character.

4. Responsibility Changes The personal nature of responsibility
plays a significant part i explammg the line and staff relationship n
orgamization. Because 1t 15 personal, responsibility can, and does, shift
as situations demand. One finds, therefore, that staff responsibilities
tend to shift more rapidly than line, for staff work (and people), as a
support or service function, tends to be more sensitive to situational
change.

5. Responsibility — Dynamic  As jobs change, so does accounta-
bility. In this respect, responsibility 1s like authority, it shifts more
rapidly, however, as mentioned before Furthermore, responsibility may
be discharged by a single act, and may result from an mformal stimulus.
Both factors identify a greater flexibiity than one finds attributed to
authority

6. Responsibility — Static  Unless the principle of command
unity is violated, a given mdividual’s obligation remains m given dimen-
sions. that 1s, to his superio1, subordinate, peer, and the like, as specified
by the job and the situation. Similarly, the accountability of a group
or a department remans with its superior unit.

The manpower problem, in both these pomts, revolves around the
fact that people attempt to escape their obligations. This may arise
from 1gnorance of correct procedure and true obligation, or it may stem
from deliberate effort to avoid obhgation.

7. Responsibility — Final. Final authority and final responsibility
are often spoken of as if they weie interchangeable terms. In a sense
they are. When one speaks of final authority, he 1efers to the highest
authority n a given structure o system, and when he speaks of final
responsibility he refers to the highest form of accountability present
in a given job or department, or attributable to an individual. In either
case, the reference pomts to the uppermost source within some given
structure. Thus one finds that one cannot escape his responsibilities.

This comment brings us back to the question of “delegation”
Responsibility, hike authority, 1s a natural or normal factor Every su-
perior enjoys the right or authority to issue orders, and such issuance
leads'naturally to the holding of the subordinate to an obligation. The
true leader realizes that he has no nght to 1ssue or exact an obligation
greater than the subordinate’s job defimtion requires, except in the
emergency situation. In the emergency such responsibility, having
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been ordered and exacted, would be of temporary duration The point
15 that although responsibility, like authority, normally should be defined
by the job, there does and must exist an assignable accountability;
otherwise, the superior could not meet the unexpected.

The good leader strives to develop a work umt of sufficient train-
ing to be able to recognize emergency and assume tacit approval of
temporary responsibihty. For example, the nurse who notes that the
patient 15 gong nto shock calls the doctor but takes steps to treat for
shock, or the account clerk who, while walking down the hall, notices
the valve part way open on an incoming gas tank, shuts 1t off, or the
subordinate, waiting for a spec-list, notices a time error on a route-
sheet and brings 1t to the attention of the superiors Of course, many
mstances of so-called “assumption of tacit approval” are nothing more-
or-less than examples of tertiary responsibiity which would be defined
m a properly-constructed job defiition.

8. Responsibility — Shared In cascs where two persons fill two
positions or three or four, but have a common job title and a common
job description and are obhgated to common tasks (four operating
rooms, four anesthetists, five dnll presses and five operators, and each
assigned hike obhgations), one speaks of shared responsibility just as
those mvolved would of shaied authonty Although such situations do
not occur 1 just this way very often, they do arise When like obli-
gation 1s exacted by job edict or dictate, and when persons may ex-
change positions and tasks without changing their responsibility-authority
pattein, 1t appears to be correct to say that they share a responsibility.

PROBLEMS OF MISAPPLICATION

Man creates many of his problems. This is certainly true in the
case of organizational 1ssues. Frequently he misapplies principles, either
through some reckless application or through a deliberate disregard for
true meaning In any case, manpower managers may become involved
because of resulting grievances or the effect such misapplication may
have upon the manpower functions.

STAFF IN COMMAND OVER LINE. Occasionally one finds a
staff unit making line decisions. In the manpower sense, for example,
the employment department may have complete and final authority for
hiring. Such a practice robs the line supervisor of status, puts him
in the position of having no say regarding his manpower, and makes
him responsible for persons even though he has no authority regarding
their selection.

Such situations lead to conflict between line and staff. They tend
to make the supervisor ridiculous in the eyes of his subordinates, there-
by raising another possibility of conflict. Such situations may also
cause reduced initiative on the part of a supervisor.

INEQUALITY OF POSITION. In some companies staff and line
units of equal importance have unequal hierarchical status or position.
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As a case in point, consider the company that suddenly found it could
not recruit well-educated people to learn the basic line jobs and work
up the managerial ladder through the line. On the other hand, the
company had no difficulity acquiring people for the beginning staff
jobs. These beginning positions were not equated. Pay was better
for the staff jobs, working conditions were better, and initial responsi-
bility and authority were greater.

LACK OF LOCAL SUPPORT. In some cases the line is not given
support where it is needed. Frequently this condition arises as a
result of uncontrolled, unplanned growth wherein departments suddenly
find themselves overburdened, particularly with paper work. As a case
in point, a foreman found himself confronted by severely decreased
tolerances and a speed-up in schedule. Both requirements were ac-
companied by increased amounts of records work. This became such
a burden that he actually spent better than 60 per cent of his time
off the “floor,” and he began to lose control of his people. Fortunately
his problem was discovered quickly and he was provided with a
schedule clerk and an administrative clerk. He regained control and
was able to spend better than 75 per cent of his time on the “floor.”

LINE’S VOICE IS AUTHORITATIVE. The staff exists to assist the
line; it is created by and for the line. A request from a line unit to a
staff unit hence should be considered authoritative. Furthermore, a
report from a line umt to a staff unit may be purely informative, but
it also may be authoritative. For example: a general foreman pre-
pared a written report to engineering stating the results of an employee’s
experiment which appeared to correct certain very costly problems
concerning production. The method developed by the employee could
not be installed as “routine” until an order came down from the vice-
president of manufacturing, and this would not take place until engi-
neering provided a report. Engineering took no action on the general
foreman’s report. The general foreman complained loud and long and
finally something was done.

All of this took time and rost money, and very hard feelings devel-
oped. None of this should have happened. A foreman, and certainly
a general foreman, by job definition, has the right to expect immediate
action from his immediate superior when a personal complaint is made,
when an action report is submitted, and when a report regarding meth-
ods or process change is submitted. The same is true if such a report
is submitted to the immediate support or service staff agency.

Typically, errors in the application of authority fall into one, or
some combination of, the following.

. . . Improper delegation — at the wrong time or place, or to the
wrong person or job.
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. Improper definition — poor definition of jobs or development
of departments not equated with, or impioperly equated with, respon-
sibility

. . . Incompatibility with the concepts of good structure — this
tends to lean toward work undone, as well as personal conflict.

. . . Application of “co-optation” (the defensive mechanism where-
by people attempt to protect themselves from real or imagined problems
by assuming authority where it 1s neither their nght nor wise for them
to do so), or usurption (the offensive mechanism whereby people assume
authority ncorrectly).

. . . Application of authonty mn a dictatorial mnstead of a demo-
cratic manner leads to rapid development of human conflict.3°

PEOPLE AND RESPONSIBILITY. At times managers and others
treat responsibility as a purely personal matter having no foundation
in the job or situation at hand. Misapplication under such circum-
stances falls into three categories.

. . A refusal to accept the responsibility inherent to the job, or
an attempt to pass 1t to another.

. An attempt to usurp the responsibility inherent to another job.

. . . An attempt to co-opt responsibility belonging elsewhere.

Frequently responsibility problems anse due to the failure to
define properly that responsibility in job descriptions and when assign-
ing men to their work. Sometimes this 1s due to management failure,
sometimes to the situation at hand.

DIAGNOSTIC AIDS

Managers require some means of diagnosing their situation, of tell-
ing where their organizational problems may originate, of predicting
where they will arise. Like the doctor, managers need a way of check-
ing out the patient before deciding what, if anything, should be done.
The following aids pertain specifically to issues evolving from, or involv-
ing, organization.

STRUCTURE AND RELATIONSHIP DIAGNOSIS. An organiza-
tion’s structure and internal relationships may be inadequate for exist-

ing or planned future conditions. Table 5 offers guides for checking
out such a situation.

BREAKDOWN OF RELATIONSHIPS. Many reasons may ac-
count for the destruction of relationships within an organization, and

80See Ronald Lippitt and Ralph White, “An Experimental Study of Leader-
ship and Group Life,” Readings In Social Psychology (Henry Holt & Company,
Inc., New York, 1947), pp. 315ff.
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TABLE 5

GUIDES TO PROPER ORGANIZATIONAL STRUCTURE
AND STRUCTURAL RELATIONSHIPS

Guides

Ordinarily divisions of an organization
should be formed with "the nature of
the job and the expected performance in
in mind,"” 1 e , a division should be
composed of those activities which are
relat