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CO3XANI?ER CA!:X'BELL:' I&dies and gentlemen, whenwe scheduled this 
lecture,. I made a trip ,ta. New York to'what, I think,,is. gonerally con- 
sidered the top industri$l research organization of the country to get 
some tidvice on qho you,ld,be the best possible man to get domn here 
to talk to us this morning on the subject of personnel manggement in 
industry. , 

I left there with four names. At the .tpp of the list WAS the 
Armstrorig Cork Company., .Just to sho-z you the type of competition they 
were up against, I will mention the four names. There ws tha Stand.ard 
Oil Company of NW: Jersey :Jfhere, as most'of you,kno~f,. back in 1916, 
Rockefeller, with the assistance of McKenzie King and &. Hicks set up 
an employee rel&or+ policy that has kept domestic strikes out of 
Stenderd Oil since t'n& time. There was the new--I will call it l~newft- 
Ford Xotor Company. They suggested getting someone from there. ,Then 
therz was General Foods-it also has h$d an outstanding record of om- 
ployee relations, . : 

* 

But, as I say, at the ,toyi of that list,~;~as Armstrong:Cork. So -:e 
wrote to IVY, Prentis, the president of the company*, ?nd asked if he, or 
someone else in his organization, would come down here and speak to. u's, 
He very kindly arranged for Mr. Kittridge to be with us this morning... 
I am sure that any questions that may be in your mind on this subject 
3r. Kittridge ~211 be,able to answer for you. 

. 

It gives me'great &&%re to introduce to.the Industrial College 
Xr:George W. Kittridge. Xlr, Kittridge, : ., ?. 

XR: KITTRIDGE: ' Thank you? Commander. That is quite an introduction. 
'Jo .are indeed,in a highiclass.gr'oup whenwe associate vtith the. other 
three ex,ccllent companies mentioned. But at Armstrong we 2ro just 
egotistical enough to'feel that,maybe -<ye belong up there. .% 

The subject‘of personnel is not A new subject to us. Organizing 
for personnol is not n&v.> As a matter of fact, we hsve been in the 
business for a number of y-ears* ,,, -+' 

i. 
I am very happy to be 3vith you this: morning and, in some little- 

vfay,, to'participate in this collcgp course of yours'. It is.like being 
among- old friends., Colleges9 to.'me, for'the last twenty-four years- 
and fhet is the length,of:time I have been associated -&th personnel 
work+hsve been very close to my'heert, Within the. last twelve months 
I h?ve talked*& and visited in fifty-five'.of the biggest educational 
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That is the way I feel this morning, There is a lot to say but 
it is P question whether we can get it all in in the thirty-five or forty 
minutes allotted to me. But if we dontt start, I guess we will never 
finish; so let's go.! 

There ,are many real personnel-management problems in industry and 
I hope before the morning is over we will h?;vc a chance to discuss some 
of the problems you as a group are particularly intcrcstzd in. mt 

as I thought over the scope of the assigned lecture, I prcbably can 
best begin by covering some fundamental principles of good organi- 
zation for personnel administration. Le have becnthrough enough, in 
this last war decade, so that these fundamental principles, should be 
well understood and pr<?cticed generally in industry. UnfortEZZiy, 
this is not the case. In recent years I have had the opportunity to 
meet and exchange experiences with many industrial ,personnel executives,.. 
This firsthand information has only served to show me how many companies 
handicap themselves in dealing with the intricate and difficult problems 
of human relations in industry. Their self-imposed handicap has confused 
and nullified much of what they have attempted to accomplish through 
elaborate personnel organizations and expenditures. The handicap that 
I am speaking about usually is a misunderstanding of the correct a.ns?ters 
to three 

1. 

2. 

3: 

fundamental questions: 

What is personnel management and who practices it? 

Whrt is personnel administratio'n and what is its objoctivc? 

iThat is .a personnel program? 

.Unless the answers to these three q,uesiions are cle,?rly understood ' 
by an industrial management, and unless the correct .answers arc re- 
flocted in the policies and orgatiz?tion o f that company, satisf,actory 
human relations cannot easily be achieved, if at all, 

Consider the first question: Xhat is personnel management and who 
practices it? 

To answer this question correistly,calls for some thinking about 
the real function of th3 line executive or administrator, &sically, 
all line executives' or administrators~ jobs, regardless of t'neir special- 
ization, are identical and consist of just two functions--planning and 
control. All executive planning consists of.t.hree activities: (1) setting 
objectives, (2) establishing procedurtis for accomplishing the objectives, 
and (3) building an organization to carry out the procedures: Similarly, 
executive 'control is accomplished through three activities: (1) deiega- 
tion of responsibility and authority, (2) checkup or inspection of pro- 
gress, and (3)'s&Aication of incentives to maximum effort. 
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line executives in training these selected new employees to the point 
where thegr.are fullysatisfactory on their assigned jobs ?nd have 
moved qlong within the organization to the job level demanding their 
m;"IF;imum capacity. Thirdly, and most important of all, the Fersonnel. stiff 
will ?.irl the line executive in creating within the orgrniwtion the 
climGe, the spirit, and the surroundings v,rhich will induce e:ch member 
of that orgnniz.?tion to cooperate ;;rillingly in carrying out assigned 
objectives. 

To fulfill these three responsibilities, the PersonnsJ staff 
must F&30 assume responsibility for (1) aiding manngemznt in the pre- 
pzrstion of .? compsny personnel. program expressed as written comp.7ny 
policy, (2) aiding management to evalu-te this program in the light of 
ch,znging conditions ?nd suggest necessnry improvements, 2nd (3) Tiding 
management in assuring effecttive communicati6n throughout the orgCanizntion. 

There has been some degree of specialization develoginz in the 
l:lork of this pcrsorael st,2ff, Particularly in larger comp:>nies today 
th3 y;;ork has be;?n divided into three sections quite frequently. The 
first section might be called pll:rsonno!. relations. It h?s to do nith 
employees as individu,~ls--er~ploynt, training, s election, n.dvznce:nent, 
benefit programs ?nd servide. The second section has to do -95th * 
contro.ctual Labor r&&ions. It includes such things as ncgoti-tion of 
union contracts, preparation of management replies in opersting the 
grievance procedure or arbitration, representration of the comp.?ny be- 
fore the National Labor Relations Board,, etc. The third section of the 
staff ryzork is that devoted'to the g:sner,:I& standing of the plant in the 
community, That, of course, includes public relaCion+ cam:,unity r+ 
l&ions, news reporting and the like, 

Let mo e:iphasize rspeated3.y~ hov{ever, that'this staff dcpyrtment 
carries out its mission only through thd> advice, assist?nce or influence 
that it brings to this line~exec+i.ve .?nd his handling of subordinAes, 

Thus we come to the third bssic question that 1 pose: ;VhOn-t is -2 
personnci program? 

If you ask r?n average industrial executive what mnkcs up his 
companyts personnel progr'am, he is too.likely to mention only those 
ferv insurance plans, training courses, and employee publications 
directly supervised by the 'p.zrsonnel administration staff. This answer 
from the, zvcrnge executive 'is very closely related to a v?gue feel.ing 
that the personnel staff is expected somehow actually to crestd good 
human r cl&ions. Of course, it is the line, .orgsnization m-62 22~ of 
those same average executives that has the opportuniti<?s to create 
good human rolztions. Conseouentiy, those particular security plans or 
corrzunication devices oper-?tad by the personnel dep,rcrtment itself .are 
not rearly so important as th e direct methods used by supervisors 2nd. 
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These studies givc.us two general rules in designing a program- 
a personnel program--for improvinghuman relations I!tithin an organi- 
zation. Rule I-the'program mustbe directed at each individual cm- 
ploy& and what he wants out of the job. Shotgun devices are useless. 
ILU1c: 3 II-the program must be broad'onbugh in content to satisfy the 
groat variety in individual employee needs and wants. 

Xe had these trio rules in kin6 in 193'7 when we set down a tcn- 
point program as an aid to our oxn work. Here are the ton Faints: 

The Armstrong Cork Company seeks--' 

1. To have associated with it--in each position--th:z most 
aapable individual available. ' 

2. To train thoroughly each of these caxrcfully selected 
individuals so he may become increasingly effective in his job, 

3. To provide each employee with reasonable Torking hours, 
affording enough tima for relaxation. 

4. 'To pay e.xh employee a fair wage for work performed. 

5. To provide for each employee security of job and income 
and some measure of protection against unavoi&bIe periods of slxk 
work. 

6. To provide for each employee safe and orderly zork places. 

71. To furnish each employee with adequate knoxledge of the 
comp:?ny and i;;hat it is doing. 

8. To provide each cmploy~ with opportunity to express his: 
opinions freely regarding the ‘compsnyls policies, working conditions, 
production n?xcesscs, s&c. . 

0 /. To provide for each employee an opportunity to bs prepared 
in case of sickness, accident, disability, or death,-2nd to i.fisurG an 
income for his declining years. 

lO.( To instill in each employee pride in the policies, pro- 
2ucts, and progress of his co,mp&ny.' 

Iqcidentall,y, I have with me somu .copies of this folder y!hich show 
th$ Wxme song ,,I! list these ten _noi& , s and briefly outline our pdlicics. 
You <ar2 uelcomo to a copy at t'na end of our,meeting, 



7; Wtew?rdshin" concept of management; . 

Second, security of job and incom canbe increased by protecting 
individwl ompioyocs against unfairness in management decisicns. Here 
7z:re list as continuing administrative davices: 

1. ,Individual records evaluating each employ%:ls performance; 

2; Central personnel &ministration; 

3; 3hecutive reviT,? of en&h termination of service; 

L,,+ 'Recognition of length of service; 

JLJotice that of all of these administrative practices, only one or 
tm things are listed that would be a direct responsibility of the 
personnel administration stzff. ' 

The personnel s taff plays c more direct pLart in adninistration of 
scmc policies6 .For instance, to meet cur ninth objective--assistance 
for ths employee in c.~sc of sickness, accident, disability, death or 
old ,-qe-- t.be personn&. staff is delegated almost complete rcswnsi- 
bility for operatin, fl tha related group health, disability, hospitali;- 
a&ion, life and annuity plans. 

In other instances, line executives =Ind personnel staff acnbcrs 
:,~ora.ta, jointly to accoqlish objectives. As an ex~~nle, there is the 
objective of thorough training for 

The most important associated 

1. Careful induction to 
ne-3 em$oyee. . 

each rnenber of the organization6 

administration practices are these: 

company and its orinci?lss for each 

2. Nevf prodwtion supervisors are trained through production 
managenznt CZUTSe. 

3;. Present supervisors receive individualtra.ining znd period- 
ically paticipate in Vome Off ic;! Keeks; I* 

4; intensive introductory training 8t How Office ;?nd in 
factories for no7: ne:n'5ers of sales .and technical departments; Supple- 
mentary, periodic visits to Homo Office for additional training. 

56 Naintonance of progress? achievement n.nd training plan for 
each hourly employee, and personal discussions ~6th the individual 
perindicallyj 
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vary hard for him to relate his own job to the over-all operations of the 
enterprise. There is little, if any, way in which he can feel himself 
3. rcspansiblc partner in an enterprise. Xith this tremendous difference 
bctwcen the situation in the small shop and in the big company, how 
could one hope to use a single progrsm for improving communications to 
cover both. Whatever the program adopted, it must be one t&for-made 
for each organization. . 

The same thing is true of the composition of the pc:rsonnel adminis- 
tration staff itself, How many people are needed to handle employment 
or trsining or benefit programs or employee services? Well, size of 
the company, tradition4 methods it uses in operating, existing quality 
of Ihuman relations sithin the organization--a 11 of these help to determine 
the right size for the personnel staff and the particular assignments 
of the staff-membership. OnCd again, it is a matter of tailor-making 
the.staff to locril needs, Because the Armstrong Cork Company or any 
other company may h(?ve a Personnel Research Section of t'hree people is 
certainly no reason why it is the right-sized unit for any other company. 
The suit I am wearing is fairly'?&?Pl&ailored to fit my size but it 
certainly Trould be 2 bad buy for some of you men here today even if it 
did meet regulntions, 

One thing is essential in setting up this personnel stzff, however. 
That is an adequate line of report. It is a fundamental necessity that 
the head of the personnol administration staff.report directlyto the 
top of the company --to the President or one'of his immediate assistants, 
The Personnel staff h?,s' to bo rcprosentcd in top management coilnsols; it 
has to have such a standing in the organization that the top personnel 
men ail1 have o. chance to take part in a.11 policy determinations, The 
record is very cle.lr that where this immediate report to the top is 
not prcvided, the personnel unit degenerates intb an ineffectu.4 group 
of pluggers and patchers &tempting to remedy peice-meal fuindnncntal 
errors in policy or program v:hich should have been prevented at the outset* 

In the earlier p?art'of my talk I said th6re are currently many 
real personnel management problems so, for the records, the follo7:ring is 
a list of what to me are some of the major.ones before industry today: 

1. Develop better hiring, placementand training methods. 

2, 
position. 

3. 

5. 

. 

Cetermine standards of performance for each job.and 

Maintain sound vforking relations' with unions. 

Operate thre e4ay ccmmunications system st all levels* 

Give..supervisors true management status. 

. xl. 



organization ible to produce the things they are producing ,at any 
' 'reasonable price, unless it can actually satisfy the average worker; 

keep him happy; keep him on the job; train him so that he can do his 
job bettor than anyone else. Every company, of course, has available 
to it machines; mortar and money. But the compC:ny that is on top is 
tho company that has the better men; the thinking men; the ideas. 

1~7~ ", in personnel administration, hope to prove that for every 
.million dollars or for every dollar, or.whatever it may be, we ' 
pilt into personnel administration practices we got at least a twofold 
return for the company, the directors, and ourselves. As 2 company ;;re 
probably spent, in proportion,' as high as any company in the United 
states; at least, that is my observation on all available statistics,. 
It is a little hard sometimes to shots how much you pay for this, that, 
or the other thing. They are all so tangled.with other management 
problems, as I tried to point out. But I think as a comp.?ny X:;C fare 
financially about as well as most of the top-rate ccmpnnies in the 
country in proportion to the amount of business we do. Last yex? we 
did 143 million or 14.4 million ciollars t worth of business. Our profit 
was about nine and a half million, or a little over six percent on 
S?lCS. (I don*t thirk there are too m?ny up there.) At the snme time 
W':C spent more than most of the comprnias in the United St&es, per 
capita, for personnel administration yfork.‘ 

I hope that anscfers your question. I kannot produce a chart to 
show that training Joe Docks, who was c foreman in one of our nineteen 
plants, saved us three thousand dollars ?fhen we spent only fifteen 
hundred dollars in training him; but SO~,~~ Tqwhe$e along the line it did, 

QUESTIC3N: Gnu of your principles was' that the emplogcs should . . 
bo able to express an opinion on the policies and operation of the 
company. What is your system for doing that? 

I@. KITTRIDGE: There are any number of systems. Of course, we 
use a suggestion plan the same as many companies do. Wo have joint 

'el3Pioyee-nanageicent meetings., We .havc group meetings, Ye try to n.zin- 
t&i what is so often called the “open-doorR policy, which means nothing 
because they are all scarod to go in to see the general ?nyway'o Instead 
of opening the door inward, we try to opep it outwardP~ We try to let the 
generals go doyIn to set, the privates; for that is really the only way 
they will actually get the story. 

A very complete communications program is nepcsstiy, of course. 
That includes magazines, movies, all kinds of pamphle,ts, But there is no 
substitute for personal contact., That is what we are shooting home now, 
1Ye arc trying to operate in each of our plants either a weekly or a bi- 

,,weekly meeting of every supervisor with every employee (union or not) 
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I-&i , in view of the. fact that .you .establish confidence between 
the personnel and your management' , and.before it is necessary to have 
nn rsbitration or mediation,, ho:i can manngement:get the facts across 
to personnel? The man in the shop, doesn't have an opportunit$ to 
l;tr,snine 'thc'books, He has to 'rely an.sbme sort of information getting 
to him that this is', in fat%, truei' Hc;for instance, would like to 
know what stockpiling zhould jbe done ahead of time,. %hy M.11 a 12-day 
strike cause a shutdomn of from eight to nine weeks? Wow can management 
get information down to the personnel so that they retain that confidence 
either in the management or 2ely.on tlze,union for, that confidence? 

ii/~. KITTEIDGE: I touched on that when I said that, most of the 
people in big industries ar e confronted with half truths; half of the 
facts. When'they'do hsve the .facts, they do.not know whether they, have 
them all or not. -. . 

" _. 
Xy only answer to that is this: ,Personal kmtact with every employee 

in the company. 'The .fdreman; whom he feels is.the management,to him, ' 
in reality becomes a part of management and, as a part of managenen-t,, 
nil1 discuss openly and frankly with him any question he wishes to raise. 
If the company, in all sincerity, will answer truthfully these questio& ' 
in normal times, there would be no such time as that to which you refer, 

Unfortunately,,many big companies are too unwilling to admit t&t 
there are problems dealing v?ith labor manageme*; that-there are labor 
unions; that the labor leaders...have a job to ;do, They are too unwilling 
to say, Wlell, gee whiz, what xould, I do under the same circunstances?fi ' 

.Therefore, my only ansWr to it is..to let the foreman have personal 
contact with every emplOy& as oftcn ss he can during pornal times- ?&en 
the trying times come along, I don*S.think you will have. a problem, liie 
have tried that, ble hqve renewed, .&thin the last six weeks, saviraf 
labor contra&s in our company, all sithout a-strike, 3% gave them less 
t';lzn has been demanded in the automobile industry with the idea .-nd the 

.prxGe that if our payment didn*t lmrn out to be general rule, if it 
wasntt what Big Industry and-all the companies decide .is a f<xir rate5 we 
will voluntarily step it up ourselves. iae have done it before* . 

V;l;e are probably ono- of the oldest companies in the country hiring 
young college men right out of school, training them for ths p&pose of' 
replacing management at the top when the time comes. .';;e hired the boys5 
last year, in December, January,. and February& We egrned to pay them a 
certain salary. As of 1 April, last year (these boys.?eportcd in July, 
after gradunting'in June) there was vhat might be termed ageneral,: 
over-all salary increase,. Lie had employed these trainees at-a' salaryc 
They'rgrced to it. They ,$&re perfectly happyi. ..Dut we increased the 
salary of every one of these men before they reported for work.. .;ie feel 
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Ye have added otherthin& Since 'that time. FJe, at the'oresent 
time,'are working on e. plan which vie hope ~Zl~be'ss .st.artli& as CUT 
income security prograntias in 1935, Tie hope.to announce it at..gtime 
i:Jhen the employees are beginning-to feel again that security is -7.n 
important thing, I think you will see in the next fete months, in the" 
next couple of years, that security Gill be the goal of the uniqns, 

Qlj'ESTION: I would like to ask what the attitude or policy of your 
coqxmy is with respect to the employment of negru manpower. Do yqu 
have any major problems 'with respect to utilization of negro manpo:.;ier 
in the skilled, semiskilled, or unskilled fields? . . 

Kfz?.. XITTIiIDGE: Thatt;'is a very interesting question, 

CC]!? yJJJ)F;E C&;pBELL : That is the one I warned you about, 

1% KITTHIDGEz' In SOW states we h:rve lavfs, I understand in the 
South, particularly, they do not think so nuch~ of certain suggested lams. 
But, to ne, it ,pakes no diffgrcnco That the dolor is, what the religion 
is, or Mhat background the individual has, except he must fit in with 
the present ~e.y of doing things. 

.t 
We hzve in our factories some colored people. Y/o h-ve colored 

foroaen ;vslo have ,supervised rjnite people. Now'you*cannot do that ..' 
in Atlanta, Georgia, and get away 
Pennsylvania. 

yi;rith it, but WB did it in LancQster, 
liie did it in Dunkirk, Indiana. It is accepted in those 

r-l,rers . , Within the ar,ga.acceptances, :.;jc will take them on. 
I* 

Let me say, if you were the pre'sident df so;~li: big corpm?ti&; 
m3ul.h you acccat in :n:lst cases 5 colored salesman for the Armstrong 
Cork Coyany conin:: t:2 call on you? The answer is no, Therefore, we 
c<annot put colored yien in our seies force, whether WC ~rould like to or 
not, Vithin the line of acceptances, by area, we dc employ them, wo 
do use thei;l, VJe hr.ve then up as high as skillcd~gtecl~nicians, foremen, 
nnd supervisors over white groups. 

\i? produced shells and aircraft, as yoi: know, in Lancaster during 
the war. Ons of our best foremen was a colored boy. 

I don't, kno-:l l;&Aher that answers your question or nr1-t. 

COI&ENT FRO11 QJXSTION%: If you hve two people, one :l:hitc 2nd 
tk other x negro, both of them possessing similar q:islificsti:)rls, and 
yc;u needed only one man, l;u"nich one would you hire? 

m. t;ITTRXDGE : Let me throw back another point. We operate in 
Benver Fzlls, Pennsylvania, Let us say the po~~l&idn there is divided 
about 25 ncrcent colored and 75 percent IJThite, Ve will then try to have 



A?pendi;r i 

:. 
of'the A-mstrotig Cork Corr.pany 

,. 
. 8 : 

The ~h-xs bong Cork Company seeks-- 

,_. i. To hme asscciated ilrith it--in each position--the zest 
capable ifidivLdu-?l avaiIabie. 

2. To train thorouglfiy each of these cxefully selected indi- 
viduals so.& may becor?.e 'increasing>y effective ix his job. 

3. To provide each emloyee 1~2th reasonable ~orkinkg hours, 
affording enough tine for relaxation. 

1 :, , To +p each .e@.oyee a fair wage for work porforrred, 
*. 

5. To ,?covi&- for each enpf.oyoe security of job and incorx and 
some measure of protection against unavoidable periods of 
slack .;Nork. 

6, To provide, for each eXipJ.oyee safe and orderly mrk places. 

7. To furnish e3ch eir,ployee 1yit.n adeqwte knowledge of the 
conpxr;y md xhrt it is doing, 

8. "To provids each e~~ioyee ~5th opportunity to express his 
..op'inions freely regarding the company*s policies, wortiing 
conditions, Eroducticn processes, etc. 

'. 

9, To provide for'each employee an opportunity to be prepared 
in case of sickness, accident, disability, or' death, and to 
insure an income for his declining years. 

10,. To instill in each e~ploye& pride in the policies, products, 
and prograss ..of his company. 
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.: 

Group Life Insurance in case of death 
Group nonoccupational accident and sickness 
insurance 
Insurance benefits in case of ocrcanent 
disability 

Assistance in Case of Death,. An annuity.program supplemnting Federal 
Dis~ability, and Old Age Old,-Age Benefits Hospitalization 2nd. surgical 

expense insurance fcr both enploycc,s .and 
their dependents 
The Company contributes liberally tr: the 
cost of these program 

Safe and Orderly 
Work Places 

; 

Pre-enploy%ent physic.?1 cxa:nine.tions 
Periodic physical examinations in certain 
operations 
Safety engineering and nodim supervision 
Periodic health engineering surveys by out- 
side experts 
%alth and accident safNzgu.nrds -Y;ritten into 
all production specifications ' .~ 
Investmmt of sufficient funds to elininate 
::r control all known hazards and to safe- 
guard all of our equipment 

Ca.reful induction to company mZl its prin- 
ciples for ,each new enplcyee 
n'cw production supervisors s-r3 trained 
through production nanngment co~sa 
Present supervisors receive individual 
training and periodically pqrticipntc in 

tl~Ho%e Office Weeksrr 

Thorough Training 

Intensive introductory training It Hme 
Office and in factories for EW !aexbors 
cf sales and technical departments. Supple- 

' mentary, periodic visits to Home Office for . 
additional training 
Naintenance of progress ~.xhisvemmt and 
traini&pian for each &ourly e”ployie, and 
-personal 'discussions with the individual 
periodically 
Fees and tuition paid for spare tine 
educational courses related to employeels 

.work or future developn?ent 
. 
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