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PERSONKEL' MANAGEMENT PROBLEMS IN INDUSTRY
19 April 1948 .

COMMANDER CAVPBELL" Ladles 9nd gentlemen, when we scheduled this
lecture, I made a trip to New York to what, I think, is. generally cone
sidered the top industrisl research organlzatlon of the country to get

. some advice on who would be the best possible man to get down here
to talk to us this nornlng on the subJect of personnel mansgement in
industry,.

I left there with four names, At the top of the 1list was the
Armstrong Cork Company. .Just to show you the type of competiticn they.
were up against, I will mention the four names, There was the Standard
0il Company. of New Jersey where, as most of you know, back in 1916,
Rockefeller, with the assistance of McKenzie King and Mr. Hicks set up .
an employee relsd ﬁlons policy that has kept domestic strikes out of
Standerd Oil since that time, There was the new=-I will call it "new'—e
Ford Hotor Company. . They suggested getting someone from there, Then
there was General Foods—-it n¢so has had en outstanding record of e
ployee rulatlons.

But, as I say, at the top of that list wes Armstrong Corﬁ. So we
wrote to Mr, Prentis, the president of the company, and asked if he, or‘
someone else in his organization, would come down herc and speak to us.
He very kindly erranged for Mr, Kittridge to be with us this morning,.

I am sure that any questions that may be in your mind on this subject
Mr. Kittridge will be able to answer for you.

It gives me great pleasure to 1ntroducc to .the Industrlal College
Mre Georgc W. Klttrldge.' Mr, Klttrldge.

HR. KITTRIDG E Thank you Commander, That is quite an introduction,
We are indeed in a high=class group when we associate with the other
three excellent companles mentioned, But at Armstrong we are just
egotlstlczl enough to feel that maybe we belong up there,

The subject of personnel is not a new subject to us, Organizing
for personncl is not new.  As a matter of fact, we have been in thb
business for a number of ypars. :

I 2m very happy to be with you this morning and, in some little-
way, to participate in this COllugb course of yours, It is.like being
‘among- 0ld friends, Colleges, to me, for'the last twenty-four yearse-
and thet is the length of-time I haVb been associated with personnel v
work-=hzve been very close to my’hesrt,  Within the last twelve months
I neve talked ‘at and visited in fifty-five of the biggest educational



That is the way I feel this morning, There is 2 lot to say but
it is 2 question whether we can get it a2il in in the thirty-five or forty
minutes ellotted to me., But if we dont!t start, I guess we will never
finish; so lett's gol

There are many rcal personnel-menagement problems in industry and
I hopz before the morning is over we will have a chance to discuss some
of the problems you as a group are particularly intercsted in., But
as I thought over the scope of the assigned lecture, I probably can
best begin by covering some fundamentasl nrinciplecs of good organi=-
zation for personnel administration, we have becn -through enough, in
this last war decade, so that these fundamental principles, should be
well understood and practiced generally in industry. Unfortunately,
this is not the case, In recent years I have had the opportunity to
meet and exchange experiences with many industrial persconncl cxecutives, .
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
claborate personnel orgsnigzations snd expenditures, The handicap that
I am speaking about usually is a misunderstanding of the correct answers
to three fundamental questions: :

le What is pe rsonnel management and who practices it?
2 Vhet is personncl administration and what is its objective?
3, ‘What is a personnel program?

Unless the answers to these three gquestions are clearly understood
by an industrizl management, and unless the correet answers arc ree-
fleeted in the policibs and organiz~tion of that company, S“tle”Ctory
hupan rclations cannot easily be achieved, if at all,.

Consider the first questlon: Wwhat is personnel- menagement and who
practices it?

To answer this question correctly calls for some thinking about
the real function of the line execubive or administrator, Basically,
all line executives' or administrators! jobs, regardless of their speclal=
ization, are identical and consist of just two functions~-plarnning and
controls All executive planning consists of three activities: (1) setting
objsctives, (2) establishing procedures for accomplishing the objectives,
and (3) building an organization to carry out the procedurcs, Similarly,
executive control is accomplished through three activities: (1) delcga=-
tion of responsibility and authority, (2) checkup or inspection of pro=
gress, and (3) applicztion of incentives to meximum effort,
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line executives in training these selected new employees to the point
where they. are fully satisfactory on their assigned jobs nnd have

moved =long within the organizaiion to the job level demanding their
mo¥imum capacity. Thirdly, and most important of 211, the personnel staff
will aid the line executive in creating within the orgenization the
climnte, the spirit, and the surroundings which will induce exch member

of that organization to coooerate willingly in carrying out =ssigned
objectives,

To fulfill these three responsibilities, the Personncl staff
must zlso assume responsibility for (1) aiding mansgemsnt in the pree
paration of 2 company persomnel program expressed as writiten compeny
policy, (2) “1d1ng management to evalu-te this program in the light of
ch"nglnc conditions =nd suggest necess-ry improvements, and (3) =iding
management in assuring effective communicatién throughout the organization,

There has been some degres of specislization develeping in the
work of this personnel staff, Partlcularly in larger companies today
the work has been divided into three seetions quite frcqufntly. The
first section might be called personnel relations. It hes to do with
employees as individuals--employment, training, selectlon, ~dvancement,
benefit programs oand service, The sccond sectlon has ¢ with =
contractual labor rslations, It includes such things as nqgotlztion of .
union contracts, preparation of management replies in operating the .
grievance procedure or arbitration, representation of the company be=
fore ths Nationzl Labor Relations Board,. etc, The third section of the
staff work is that devoted to the gener:l standing of the plant in the -
community, That, of course, includes public relations, comrunity ra-
lations, news reporting and the like,

Let me euphasize repeatedly, however, that - thls staff depertment
carries out its mission only through the advice, assistance or influence
that it brings to the line executive and his handling of subordinates,

Thus we come to the third basic OUuSthn that I pose: What is a
personncl program?

If you ask an average industrial executive what makes up his
company's personncl program, he is too.likely to mention only those
few insurance plans, training courses, and employee publications
directly supervised by the persomnel administrationstaff, This answer
from the average executive is very closely related to az vegue feeling
thot the personnel staff is expected somehow actually to create good
humsn r clations. Of course, it is the line .organization m~de up of
those sane average executives that has the opportunitics to create
good human relations, Conseguently, those partlculcr security plans or
communication devices opersated by the personnel department itself are
not npearly sc important as the direct methods used by supervisors and:




These studies give us two general rules in designing a prograffe-
a personnel program--for improving human relations within an organi-
zation, Rule I~--the program must be directed at each individual ome
ployce and what he wants out of the job, Shotgun devieces 2re uscless,
Hule JI-~the progran must be broad enough in content to satisfy the
great variety in individual cmployee nceds and wants,

We had these two rules in mind in 1937 when we set down a t ene
point program as an aid to our own work, Here are the ton points:

The Armstrong Cork Cgmpany SeeKSm-

l. To have associated with it--in each position--tho most
capable individual available,

2, To train thoroughly sach of these carefully selected
individuals so he may become increasingly effective in his joba

3. To provide each employee with reasonable working hours,
affording cnough time for relaxation, ;

4e To pay each employee a fair wage for work performesd,

5¢ .To provide for each employee security of job and income
and some measurc of protection against unavoidable periods of slack
WOrKe

6, To provide for each employee safe and orderly work places,

7. To furnish each employce with adequate knowledge of the
compony and what it is doinge

8, To prov1de each employze with opnortunlt to express his
opinions freely regarding the company's policies, working conditions,
producticn processcs, clce

e To provide for cach employee an opportunity to be prepared
in case of sicknuss, accident, disablility, or death,-and to insurd an
income for his declining ycars,

104 To instill in each employee pride in the policies, pro-
cucts, and orogress of his companys

Incidentally, I have with me somc copies of this folder which show
the "theme song," list these ten points and briefly outline our policies,
You arz welcomc to a copy at the ond of our meeting,
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7. "Stewardship" concept of monagement,

Sccondy security of Jjob and ineome can be incressed by pretecting
individusl cmployees against unfairness in menagement decisicns. Here
we list as continuing administrative devices:

1+ ‘Individual records evaluating cach employszic's performance;
24 - Central personnel administrépion;

3. Executive revicw of sach terminaticn of service,

4e Recognition of lengbh of services

Notice that of all of these administrative practices, only one or
two things are listed that wouwld be a direct responsibility of the
perscnnel administration staff,

The personncl staff plays 2 more direct part in administration of
some policieces For instance, to meet cur ninth objective--assistance
for the employee in cass of sickness, accident, disability, death or
old age-=-the personnel staff is declegated almost complete responsi-
bility for operating the related group health, disability, hospitalie
zation, life 2nd annuity planse ’

f

In other instances, line executives and personnel staff members
operate, jointly to accomplish objectivess As an example, there is the
objective of thorough training for each nember of the organizations

The most important associsted administration practices are these:

le Careful induction to company and its orinciples for each
new employee,

2+. New producticon supervisors are trained through production
manzgencnt Course, '

3¢ Present supervisors receive individual training and period-
icalily participate in "Home Officc Veeks,"

4o Intensive introductory training at Home Office and in
factories for new nombers of sales and technical departments: Supple-
mentary, periodic visits to Home Office for additional training,

5¢ Msintenance of progress, achievement and training plan for
gach hourly empleyee, and personal discussions with the individual
pericdicallys



very hard for him to relate his own job to the over-all operations of the
cnterprise.s There is little, if any, way in which he can fecl himself

2 respansible partner in an enterprise, With this tremendous difference
between the situation in the small shop and in the big company, how
could one hope to use 2 single program for improving communications to
cover both, Whatever the Drogre adopted, it must be one tziloremade

for cach organization, .

The same thing is true of the composition of the personncl adminise
tration staff itself, How many people are needed to handle employment
or training or bcnefit programs or employee services? Well, size of
the company, traditionnl methods. it uses in operating, existing gquality
of human relations within the organizatien--2ll of these help to determine
the right size for the personnel staff and the particular assignments
of the staff membership, Oncé again, it is a matter of teilor-making
the staff to local needs, Because the Armstrong Cork Compony or any
other company may hove a Persomnel Research Section of three people is
certainly no reason why it is the rignt-sized unit for any other company,
The suit I am wearing is fairly welletailored to fit my size but it
certainly would be a bad buy for soms of you men here today even if it
did meet regulstions,

One thing 1s essential in setiing up thls personnel staff, however,
That is an adequate line of reporte It is a fundamental nbcec51ty that
the head of the personncl administration staff report directiy to the
top of the company--to the President or one of his immediatc assistants,
The Personnel staff has to be represented in top management counselsy it
has to have such a standing in the organization that the top personnel
men will have a chance to take part in all policy determinations, The
record is very clear that where this immediate report to the top is
not provided, the personnel unit degenerates imto an ineffectual group
of pluggers and patchers attempting to remedy peice~meal fuhdamentel
errors in policy or program which shouli have been prevented at the outset,

In the earlier part of my talk I said theére are currently many
real personnel managenent problems so, for the records, the following is
a list of what to me are some of the major .ones before industry today:
Le Develop better hiring, placement and training methods,

2, Determine standards of performance for each job. and
position, : : ‘ ’ ‘
- 3, laintain sound working relations with unions,

4o Operate three~way communications system at all levels,

5¢ Give supervisors true management status,



organization able 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 better than anyone else, Every company, of course, has available
to it machines; mortar and money, But the compony that is on top is
the company that has the better men; the thinking men; the ideas,

We, in personnel administration, hope to prove that for every
million dollars or for cvery dollar, or whatever it may be, we
put into personnel administration practices we got at lcast a twofold
return for the company, the directors, and ourselves, As 2 company we
probably spent, in proportion, as high as any company in the United
Statcs; at least, that is my observation on all available statistics,-
It is a little hprd somgtimes to show how much you pay for this, that,
or the other thing, They are all so tangled with other managcment
problems, as I tried to point out, But I think as a comp=ny wc fare
financially about as well as most of the topw-rate CCmp"nlpS in the
country in proportion to the amount of business we do, Last year we
did 143 millien or 144 million dollars! worth of business, Our profit
was about nine and a half million, or a little over six percent on
sales, (I don't think there are too wmony up there.} At the some time
we spent more than most of the companies in the United St=ates, per
capita, for persomnel administrotion work.

I hope that answers your question, I camnot produce a chart to
show that training Joe Doaks, who was o foreman in one of our nincteen
plants, saved us three thousand dollars when we spent only fifteen
hundred dollars in training him; but somewhere along the line it did,

QUESTION: Onc of your principles-waé that the émployéc should
be able to express zn opinion on the policies and operation of the
company, What is your system for doing that?

MR. KITTRIDGE: There are any number of systems. Of course, we
use = suggestion plan the same as many companies do. We have joint
‘employee~management meetings. We have group meetings. We try to maine
tain what is so often called the "open=door" policy, which means nothing
because they are all scared to go in to see the general ~nyway. Instead
of opening the door inward, we try to open it outwardy We try to let the
generals go down to see. the privates; for that is really the only way
they will actunlly get the story.

A very complete comaunications program is necessdry, of course,
That includes magazines, movies, all kinds of pamphlets. But there is no
substitute for personal contact, That is what we are shooting home now,
We are trying to operate in sach of our plants eithér a wcekly or a bi-
weekly meeting of every supervisor with every employee (union or not)
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Now, in view of the fact that you establish confidence between
the personnel and your management, and before it is necessary to have
an arbitration or medlatlon, how can management ‘get the facts across
to personnel? The man in the shop. doesntt have an opportunity to
oxamine the’ books, - He has to rely on. some sort of information zetting
to him that this is, in fact, trues - He, for instance, would like to
know what stockpiling should be dene aheﬂd of time, Why will a 12~day
strike cause a shutdown of from eight to nine weeks? How can management
get information down to the personnel so that they retain that confidence
olthcr in thm management or rely on thL anlon for that confidence?

MR. KITTRIDGE: I touched on that When I sald that most of the
people in big industries are confronted with half truths; half of the
facts, When they 'do hsve the Facts, thcy do not know whethor they have
them all or not.

My - only answer to that is thlS° Personal contact with every cmployee
in thé company, The foreman, whom he feels is.the managemynt to him,
in reality becomes a part of management and, as a part of me nuggnent,
will discuss openly and frankly with him any question he wishes to raises
If the company, in all sincerity, will answer truthfully these questions
in normal times, there would be no such time as that to which you rofer.

Unfortunately, many big companies are too unwilling to admit that
there arc problems dealing with labor management; that: therc arce labor
unionss that the labor leaders. have a job to -do,. They are too unwilling
to say, "iell, gee whiz, what would I do under the same circumstances?'"’

‘Therefore, my only ansiwer to it is"to let thé foreman have personal
contact with cvery employen as often as he can during normal times, ‘hen
the trying times come along, I don't. think you will have. a problem, We
have tried thate We have rcnewed, within the last six wecks, sevcral
labor contracts in our company, all without a strike, . Wle gave then less
than has been demanded in the sutomobile industry with the idea =nd the
promige that if our payment didntt burn out to be general rulc, if it
wasn!t what Big Industry and all the companies decide ‘is a fair rate, we
will voluntarily step it up oursclves. e have dons it beforce - i

Wile arc probably one-of the oldest companies in the country hiring
young collegc men right out of school, training them for the purpose of
rpplacin* management at the top when the time comes, . We hired the boys,

last year, in December, Januery, and Februarys Ve agrped to pay them a
cortaln solary. As of 1 April, last year (these boys. reported in July,
after graduating in June) there was what might be termed 2 general,
over-all salary increase, lie had employed these trainees at 2 salarye -
They agreed to it. xhey were perfectly happys . But we incrcased the
salary of every one of thesv men before they reported for work, e feel
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We have added other things since that time. We, at the present
time, are working on 2 plan which we hope will -be ‘as startling -as ocur
income security program was in 1935, We hope to announce it at.a time
when the employees are beginning to feel again that security is an
important thinge I think you will see in the next few ronths, in the
next couple of years, that security will be the goal of the unions,

QUESTION: I would like to ask what the attitude or policy of your
company is with respect to the enployment of negro nmanpower, Do you
have any major problems with respect to utilization of negro manpower
in the sk;lled semiskilled, or unskilled fields?

VRo KITTRIDGE: That is a very irteresting question,
CCiiANDER CAMPBELL: That is the one I warned you about.

MR, KITTHIDGE: In some states we have laws, I understand in the
Suu+n, pertlcularly, they do not think so nuch of certain suggested laws,
But, to ne, it makes no difference what the color is, what the religion
is, or what background the individual has, sxcept he must flt in with
tnu prescnt way of doing things, .

We have in our factories some colored peoplce We have colored
foremen who have supervised white people. Now you'cannot do that
in Atlanta, Georgia, and get away with it, but we did it in Lancaster,
Pennsylvanie, Ve did it in Dunkirk, Indiana. It ds accepted in those
areas, Within the arga. acceptances, we will take them on,

Let ne say, if you wers the president of some big corporation;
would you acceopt. in most cases 2 colorzd salesman for the Armstrong
Cork Company coming to call on you? The answer is no, Therefore, we
cannot put colored men in our sales force, whether wo would like to or
not, Within the line of acceptances, by area, we dc employ them, we
dc use thewm, We have them up as hipgh as skilled-technicians, foremen,
and supervisors over white groupse

Yo produced shelle and aircraft, as yow know, in Lancaster ﬂurlng
the war, Onc of ocur best foremen wa b a colored bhoy,

I don't know whether that answers your question or not,

. COMENT FROII QUESTIONIH: If you heve two people, one white and
the other a negro, both of them possessing similar cuslifications, and
you needed only one mon, which one would you hire?

M, XKITTRIDGE: TLet me throw back another point, We operate in
Beaver Falls, Pennsylvania. Let us say the populsticn there is divided
about 25 percent colored and 75 gerceﬂt white, TWe will then try to have

17




THE PERSONKNEL PROGRAM

of ‘the Armstrong Cork Company

The Armstrong Cork Company seekSe-

1.

2e

3e

10

To furnish each employee with adequete knowledge of the

Lo have asscciated with ite-in each position~~the most
capable individual available,

To train thoroughly each of these carefully selectsd indi-
viduals so he may become increasingly effective in his Job,

To provide each employee with reasonable working hours,
affording enough time for relaxation,

To pay each smployee a fair wzge for work porformed,
To nrovide for each employse security of job and income and
some measure of protection against unavoidable periods of

slack work,.

To provide for each employee safe and orderly work places,

company and what it is doing,

To provide each employse with opportunity to exprsss his
‘opinicns freely regarding the companyts policies, working

conditions, producticn progesses, etc,

To provide for'e ach employee an opportunity tc be prepared
in case of sickness, accident, disability, or desth, and to
ingure an income for his declining years.

To instill in each employee pride in the policies, products,

and progréess -of his companys
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Group Life Insurance in casc of death
Group nonoccupationsl accident and sickness

insurance
Insurance bensfits in case of pernmancnt
~ disability
sssistance in Case of Death, An annuity program supplenenting Federal
Disability, and Old Age Old-Age Benefits Hospitalization =and surgical

expense insurance for both sgmployocs and
their dependents

The Company contributes liberally te the
cost of these prograns

Pre-employment physical cxanminations
Periodic physiczl examinations in certain

operations
Safety engineering and medical supervision
Safe and Orderly Periodic health engineering surveys by out-

Work Places side experts
: : Health =nd accident sqf”Juqrds erttbn into
211 production spscification '
Investment of sufficient funds to ‘eliminate
ar control all known hazards and to safe-
nard all of our cquipment

Careful induction to company a~nd its prine
ciples for -each new employee
New production supervisors are trained
through production monwgcmcnt course
Present supervisors receive individual
training and periodically participate in
"Home Office Wecks®
Intensive introductory training at Home
. Office and in factories for new members
Thorough Training of sales and technical departments, Supple-
o ' ~. mentary, periodic visits tc Home Office for
additional training
Maintenance of progress, Jchleveﬁcn s 2nd
tralnlng plan for each nourly'fmplovoe, and
personal ‘discussions with the individual
periodically
Fees and tuition paid for spare time
educational courses related to employeels
R ' ' .work or future development
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We want our Company to be one
with which we nay be proud to
be associated and one for which

men and women wanb to work
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