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COI~ER CASTELAZO." General ereeley, gentlemen- Our studies of 
theproblems that grow out of the manpower situation include one very 
important area. For the past hundred years or so we have been in an era 
of industrial development. Our industrial plant has increased by leaps 
and bounds and our efficiency and productivity have increased, primarily 
as the result of our technological progress. It has not been until 
recent years, however, that management has recognized the full value of 
human relations as a tool for increasing productivity. 

Our speaker this morning is exceptionally well-qualified to discuss 
the topic of today, "Full Utilization of the Worker through Effective 

Human Relations •" 

Professor Brooks has had msmy years of practical experience in both 
private industry and public organizations in the field of human rela- 
tions. He is Assistant Dean of New York State School of Industrial and 
Labor Relations at Cornell University. 

It gives me great pleasure to introduce Mro Earl Brooks te the 
Industrial College of the Armed Forces and to the class of 1953. 

MR. ]~00ES: I n  discussing with you todsy this very important topic 
of effective human relations, I wish that there were a form~a or some 
special recipe that I could give to you. We all know that is impossiblee 

Human relations has been given a lot of attention in the last 
hundred years, particularly in the last 20 years, but you all realize 
that it is a very ancient arte It is based on principles which have 
been recognized for hundreds of years. What we are now discovering 
about human relations is that most of us know what good supervision is; 
all of us know what we should do as executives, managers, and supervisors~ 
yet these principles are often ignored, over-looked and violatede 

I would liMe to review with you some of these basic principles of 
~,m.. relations and discuss several attitude surveys which we have made 
in various companies during the past five years, including am oil company, 
two major railroads, a textile mill, a hotel, and a chain of 490 retail 
storese I shall present what the employees think of the applied human 
relations in those organizationse 
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Following that there will be opportunity for discussion from your 
experience of what might be done to get better human relations and 
thereby better utilization of manpower. 

We hear a lot of things these days such as, "People don't want to 
work any more.. "Workers nowadays feel the world owes them a living.. 
"You caner get a fair day,s work.. You have all heard statements of 
this typeo What causes this feeling? Is it true or imaginery? Who is 
to blame? And what can be done about it? 

We know attitudes are important. In surveys of why employees are 
discharged~ we have concluded that from 80 to 85 percent of the employees 
fired for unsatisfactory service had the knowledge and skill required 
for the job. They were fired, however~ because of poor attitudes or 
unacceptable work habits. 

For example~ 80 to 85 percent of the employees who were discharged, 
although they had knowledge and skill, were unable or u~illing to work 
with others; they were insubordiante; they were unwilling to work for 
certain supervisors; they were guilty of excessive absenteeism; they 
were habitually tardy; they destroyed company property; they were fight- 
ing on the Job, breaking rules and regulations, or Participating in 
horseplay. You all know that simple fact that most people fail to be 
promoted on a job~ not so much because they lack skill or knowledge but 
because their attitudes are not proper. I would like to just cite you 
a few examples: 

Within ?5 miles of Ithaca, New York, where Cornell University is 
located~ we have made several studies on the subject of turnover, which 
is an indication of employee morale and human relations. In one plant 
the turnover is less than 2 percent a year--for every hundred employees, 
less than 2 quit. Within two miles of that plant there is another 
company where the turnover is over i00 percent. We have tried to dis- 
cover the reasons for this variance of absenteeism. 

In some companies we find that absenteeism will average as much as 
18 percent every day of the yearo In one tannery we found that absenteeism 
was at the rate of 25 percent a day. In one plant at Syracuse p~ydays 
were staggered so that one-sixth of the employees were paid each d~y of 
the week in order that enough employees would be at work the day after 
payday. Those are unusual situations. On the other hand in some plants 
the absenteeism rate is less than i percent. Again we wonder what are 
the causes of the varying situations which directly affect utilization of manpower. 

It is more than pay. You have just witnessed a very interesting 
situation in California in the aircraft plants where within a few miles 
of each other employees in the same company, members of the same unionj 
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voted overwhelmingl~ in one plant to accept a new contract and in 
another near-by factory flatly rejected the identical offere 

These are some case exan~les of how hu~ relations and e~ployee 
morale varye We ,~I know those thingse The important thing is what 
c~ses them to vary. With that in ~Ludp for the past several years we 
have talked with executives, supervisors, union offlcials, e~loyees, 
and even with families of e~ployees. In a large number of companies we 
condncted ex~ensive research by means of questionnaires and interviews 
and have some findings which I would like to present today. One of our 
conclusions is that employees have certain expectations regardless of 
the company, its location or the type of industry. 

~loyee ~,ectations of Supervisors 

I~ Understanding of their problems. 

2. Clear directions--what is expected of theme 

3e Adequate p~--fair incomparison with otherse 

Opportunity to learn, develap, and use skills and knowledge. 

5e Recognition--how they are doinge 

6. Friendly~ firmj and. f~r treatment. 

7- Dependable supervision--no buck passing. 

8. Information--the ~ of their jobs. 

9e Interesting and worthwhile worke 

lO. Freedom of expressione 

II. Protection from ~atione 

12e Pleasant and safe-working conditions. 

13. SecuritT_.personal and economice 

14o Congenial fellow employees. 

We found in five companies the thing that employees rated highest 
of all their expectations was am understanding of their problems on the 
part of the supervisors and executives of the company. That included 
both on-and off-the-job problemse You m~ want to raise questions as 
to wb~ they felt their supervisors should have an understanding of their 

off-the- job problems • 
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First# understanding of their problems.--When we interviewed the 

who e orphan, by. that?" They sa id ,  "We would 
- P WhO is interested in us as a ~rson# 

is interested in our familyj who is interested in more than #.st the 
type of work we do." They wanted somebody to listenj not necessarily to, 
give advice. From 2~ 50 49 percent of the employees in five companies 
felt that the company cared only about how they did the job and not what 
happens to them as an individnal or what happens to their families. 

Second~ clear dlrections..b~hat is expected of them.--When we asked 
employees what they meant by that,-, they said~ "We would like to have one 
-boss. We dontt want conflicting orders.. In each of the five companies 
surveyed at least 18 percent of the employees said that they received " 

orders from more than one supervisor. In some companies employees claimed 
they had as ~ as five or six supervisors. We asked them to name their 
supervisors. The surprising thing is that ~he people they "~ed as super- 
visors were usual~ one or two levels above the person who was# according 
to the organization chart, their supervisor. 

Another point in clear directions is that supervisors are even.more 
concerned about receiving orders from several sources than are employees. 
Thirty percent of the employees# an average of these five plauts, said 
they would have difficulty in talking with their supervisors if they wanted to .  

Third, adequate Pa~--fair in comparison with others.--We found a 
thing that was especially important in employees, expectations was that 
they wanted pay which was f,4~ in comparison with others in the company 
and in the community. Many employees didn't understand the basis of pay. 
They had no idea about deductions. An average of 50 percent of the 
supervisors in the five companies stated that they were not clear as to 
their authority on adjusting pay or they did not have enough authority on adjusting pay. 

F°ur~ha opportunity to learnj develop# and use skills mad knowledge.-. 
Note that  doesn,t say that  a l l  Pe, ople are interested in promotion. We 
asked that question: "Are you particularly interested in more responsi- 
bility? From 8 to I~ percent of the employees said they did not care for 
more responsibility. Other employeesj however# rated the opportunity for 
promotion very high. An alarming percentage of them felt their fall s ] ~ 1 1 1  

was n~ being used. An average of 50 percent of the employees stated 
that they needed and desired more on-the-job coaching. Their interest 
was more in an-the-job coaching than for fonu~l traininge As we followed 
up on these questionnaires# it was disSurbing to find the emphasis which 
companies place on formal classro~ training as contrasted with effective 
on-the-Job coaching as a means of getting better utilization of personnel. 
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Fifth, recognition--how they are doinso--Most of us from childhood 
on want to know how we are doing. A child would rather be spanked than 
ignored. In most cases employees expect and like recognition--praise 
if they deserve it; correction if they need thate But we found that in 
no one of the companies did less than 19 percent of the employees state 
they had never been told how they were doinge 

We asked this question" "If you did an outst~din~Y guod piece 
ox workj what are the chances that you would be recognized for it?" 
Sixty-one percent in the five companies said, "Seldom or never." 

This employee attitude is a serious reflection on the type of 
supervision which people receive. We all know that recognition is 
important. Why don't we do a better job of following up on it? Some 
will say, "The moment we recognize a man's good work, he is going to 
ask for a raisee" Some may~ but from our observations most employees 

do not. 

Sixth, friend~y~ firm, and fair treatment.--BY fair treatment was 
meant avoiding favoritism, the treating of one employee like another~ 
the picking out of i~dividuals for special consid@ ~ration. From 35 to 
50 percent of the employees stated that their supervisor occasionally, 

or frequently, had favorites. 

These surveys were conducted in well-managed companies. Why do 
employees feel that way? If you were an executive in a company or 
working with a co,any where that feeling prevailed, what would you do 

about it? 

Seventh, dependable supervision--no buck passing.--As some of the 
employees stated in their comments, they didn't want the type of super- 
visor who ran "hot and cold~" We asked: "If you had a justified com- 
plaint~ what are the chances of getting fair and prompt hearing on that 
complaint?" One-third of them said, "Very poor"; 25 percent o£ the 
employees stated that when they asked their supervisor a question he 
either dodged, stalled, or passed the buck. 

In companies which had several branches, we found a co~on tendency 
for supervisors to say~ "I would like to do this for you but headquarters 

Then we asked employees what they thought of that 
won't let me_do it." 

of sit~ion. Sometimes in the service we hear that answer, too, 
but we are talking about industry for the moment. Here is another one: 
Thirty-one percent of the employees stated they had been told practically 

nothing about personnel policies. 

Eighth, Information--the why of their Jobs.--There is a place where 
industry could do a far better job in telling employees the w~ of their 

Jobs. 

Will skip on to the tenth. 
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Tenth, Freedom of expressione--That ties in with the lecture 
~hich Dr. Laurence gave this morning. Most companies really believe 
that their employees have freedom of expression. While a group of 
students were taking a field trip through a compar~ the personnel 
director said, "Instead of giving a lecture herep I will Just answer 
the questionse. One of the questions wasp "What do you do if an employee 
has a complaint? What is your grievance procedure?. The personnel dir- 
ector replied~ "We, have the open-door policy here. if an employee comes 
in with a gripe, he talks to the supervisor. If he doesn.t get satis- 
factory action, he comes to me as personnel director. If I can't satisfy 
h~m~ we give him a ticket to New York and he can take it up with the 
president Of the company.. One of the students asked~ .D O you give him 
a one-way ticket or a round trip?. This question, although impertinent, 
raises doubts as to the effectiveness of the open-door policy in itself 
as a means of developing freedom of expression. 

We all feel we have freedom of expression as executives, but we 
asked this question in surveys~ "If your supervisor unjustly decided a 
point against you, would you ~ppeal it to a higher authority?, Two- 
thirds of the supervisors said no, they wouldn.t. 

One other point on freedom of expression--companies have a lot to 
gain in the utilization and development of people by the development of 
freedom of expression. On one of the railroads with which we were 
working, I was observing a humping operation. You are all familiar with 
%he humping operation where freight trains are broken up and switched to 
other tracks. An employee was sitting in the retarder towerj which is 
about 25 feet above the ground, enclosed with glass on four sides. He 
gets teletype messages of the trains coming through~ what the loads are, 
and switches them to 50-some different tracks by pulling switches ~d 
levers which brake the free-rolling cars. When asked how he liked 
working for the r~1=oad, he replied, "All right I guess--have been there 
for 35 years.. In reply to "What complaints have you?" He said~ "You 
see those d--- blinds? They are all in shreds and I have ordered others 
nine years ago. I can't get any blinds. I have to put Ben Ami on the 
windows to keep the sun from shining in. Three times they have come out 
and measured them but still no blinds. Now look at thise I had a report 
that 60 tons of explosives are on this next car. I have the lever in 
the last notch. This retarder wont t go down any farther than that. I 
can't stop that d--- car.. 

I said, "W~ don't you talk to so~odF about 
it?" He said, "H---, no. I have talked to them about the blinds and 
they haven.t done anything. Why tell them about the retarder?. 

This incident illustrates the fact that to have freedom of expression 
several conditions are necessary. First~ we have to be willing to listen 
and to do something about complaints and suggestions. We should treat 
complaints as suggestions for improvement. Complaints no matter how 
trivial~ and even those which m~v be ungrounded, should be recognized, 
investigated, and adjustments made. 
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Eleventh j  p r o t e c t i o n  from humil ia t ion.--When we asked employees 
how t h e i r  supervisors  d i s c i p l i n e d  employees when i t  was necessary j  
one - th i rd  s a id  they bawled them out i n  pub l i c .  

TWelfth, pleasant and safe-working conditions.--You all know the 
iuportance of good wor_k_~_-ng conditions. We asked employees if any 
serious accident hasard was present in their working situation; 20 

r t of the employees l~Ld, y,s. We asked t~e..s~ que~ion °~__̂ ~ d 

--~ .... ~----~- Now ~ is 7~la~-r uu~ ~ . . . . . .  there Was nO aCCl~en~ li~'~A~ v .y--V . . . .  .___÷4On? 
some~m~ on the comnunications v l l : ~ n  ~ o r g a u ~ a u - ~  

T h i r ~ e n t h ,  s e c u r i t y - - p e r s o n a l  and economice--We have heard a l o t  
of  t a l k  about s e c u r i t y .  We have done a reasonabl~ good Job i n  economic 
security. We could do a lot better Job on personal security, including 
confidence in supervision~ feeling of ability to do Job~ knowing where 
one stands, consistent and fair treatment, and a sense of belonging. 

Fourteenth~ congenial fellow employees.--Group acceptance is the 
matter of being accepted by the group and having congenial ~ro~ps with 

which to  work. 

One further point which we ask of supervisors and managers~--From 
preliminary interviews we made up a list of 14 questions on what hindered 
man~erS ~ most i n  doing t h e i r  jobs as wel l  as they  would l i k e .  Then we 
gave them the l i s t  of 1~ quest ions  and asked which they considered the  
biggest handicap in carrying out their work. The one which they listed 
~maber one was ,paper work, too many reports." Second was the ,poor 
atti~de of employees." The third was their own "lack of ~ relations 
know-how." Although the re  was oppor tuni ty  f o r  co~nent,  no supervisor  
suggested t h a t  a t t i t u d e s  of employees might b e  due i n  p a r t  t o  the  kind 

of  superv i s ion  received~ 

I~ answer %o. the 50 quest ions i n  each of these  surveys a l l  kinds o f  
gripes, complaints# and suggestions, were offered. At last we asked them, 
"If you had your choice, would you prefer to work for this company or 
take a job elsewhere? Ninety-seven percent of the supervisory employees 
and ~5 percent of the nonsupervisory employees said that they would 
still prefer to work for that company in spite of all the gripes. Then 
we asked them, "What does your wife think about your working for this 
companY? would she prefer that you continue to work for this company or 
that you go somewhere else?" Twelve percent of those same managers said 
their wives would prefer that they take Jobs elsewhere. AslightI7 lesser 
percentage of the nonsupervisory employees said their wives would prefer 
to go somewhere else. Is that point important? Is it one about which a 
oompa~y can ~o anything? We think that the answer to both those questions 
is, yes. On page 25 of the handout (Append~w) are some human relationS 
principles. These principles were originally developed by a large auto- 
mobile company. It had 16; we added one and changed some others. These 
are principles on which human relations programs are often based~ 
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First, show sincere interest in the person,s problem--both on and 
off the Job.--Now you are going to agree with most of these, althcu~ 
you may not with some of theme But again I would like to have you 
think- Why are we not doing a better job of following these principles? 
Why don't attitude surveys show better results? 

Seconds take time t o  get the facts.--You have all heard that 
throughout your careers many timeso Still some people go off half 
cocked in certain human relations situationse 

Third, take prompt action on problems.--Rather than waiting fur a 
problem to work itself out# step up to the problem and do some~.h4ng 
about it as soon as you have the facts. . . . .  

Fourth~ be constructive in your approach, rather than looking for 
the mistake when something goes wrong to see that somebody gets a 
whippinge 

Fifth, maintain an open mind. 

Sixthj be adaptable to  change and help others adjust to  changee-- 
Part of thatj "help others adjust to change, is one of the major human 
relations problems which is faced in industry. Just as an example, 
when the railroads changed from steam locomotives to Diesel engines 
several of the engineers flatly refused to take the Diesel out, saying 
that they were among the best steam locomotive engineers, they were 
going to retire in another two or three years and they weren,t going 
to learn this new system. Yet they could learn the new operation in a 
few hours. Helping others adjust to change is an important problem in 
human relations. 

Seventh s be reasonable in what you expect of others# 

Eighths treat complaints as suggestions j--When an employee makes a 
complaint, instead of treating it as something chronic or ignoring it, 
get his ideas of how things could be improvede 

Complaints are many employees, ways of making constructive sug- 
gestions. A complaint has been defined as "Any irritation about a man,s 
jobj sSpervisors, fellow workerss working condltions., But there are 
some things often overlooked about it. It may be real or it may be 
imagineryo He may have justifiable grounds for it# but it is just as 
important from the company, s viewpoint for getting complete utilization 
of the worker in treating imaginery complaints as in treating real onese 
The imaginery ones are in fact mere difficult. 

Complaints might be expressed or unexpressed. The ones expressed 
the compsmy can do something about. The hidden ones cause problems. 
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An interesting point in analyzing gripes is that we find they are based 
on something that has happened in the past, ms,be 25 years ago; even 
something that is happening now~ but even more of them are based on 
what it is anticipated will happen in the future. Now in the services 
yen have probably discovered that same thins--~ of your gripes aren't 
over what has happened but what m~ happen--and that affects the utili- 
sation of employees and the full use of manpower. 

Another point on grievances and complaints is that they may dis- 
guise a different complaint. So often we treat the symptoms rather than 
the real cause of the complainte We treat the thing that breaks the 
camel's back--that straw--rather than trying to find the real causes 

which is difficult to do at timese 

Ninth, make only promises you can fulfill and then keep theme--You 
all recognize the importance of that human relations principle. 

Tenth, keep others informed--uPs down, and acrosso 

Elevenths admit your mistakes.--The employees will know about them~ 
Many times by admitting them they may help in working out a more con- 

structive situation. 

Twelfth, make the individual feel the solution is his own idea.-- 
This is a very important human relations principle. You have all seen 
that work through getting participation. When a person comes to you for 
advice, help him to work his problem out rather than telling ~m "If I 

were yo~, I would do thise" 

Thirteenth~ follow up to determine progress in a situation,--So man~ 
times we make a decision and then forget it. 

Fourteenth, give co~endation when deserved.--We might add correctioz 

also when deserved. 

Fifteenth, keep subject on a discussion basis, rathe~ than putting a 
person off ssying "I don't have time for this complaint now. Let us 
talk about it nextweek."--Get it on a discussion basis rather than as an 

argument. 

Sixteenth, set a good example.--This is probably the most important 
of sll. you can't have good human relations unless it starts from the 
top in the organization. We have condncted supervisory conferences for 
companies and always try to start at the top because each supervisor 
says, "This is fine but the fellow who needs it is ~Y boss." We have 
started in some companies with the board of directors, trying to have 
them analyze the problems which they are having in their compsnies. We 
did that recently for a large oil company and now with a retail chain 
compS. We meet with the board of directors, the president, and other 
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people in the company, training them as conference leaders, carrying 
that program on down the line, helping them to identify supervising 
problems and working out their solutions to them, rather than having 
some outside expert come in and say, "This is what you should do." 

Seventeenth, develop freedom of expression on any subject concern- 
ing the company, s welfare. 

L 

There is a list of human relations principles, all of which you 
know; all of which you recognize. Yet in industry and business generally 
we aren,t doing too well in observing them. N~ aren.t we doing a good 
job on some of those? 

I would just like to review with you briefly the rest of this paper. 
What we have tried to do here in this p~per is to discuss motivation and 
incentives and how they result in behavior. You m~ want to read that 
over later or discuss it in some of your sessions. 

Performance and achievement depend on both ability and motivation. 
If motivation is low, theperformance will suffer just as much as it 
would if ability were low. Most employees who fall to succeed have the 
necessary knowledge and skill but lack proper attitudes and habits. 
This may be due to an improper attitude on the part of the supervisor 
in developing the will and desire to work. 

On page 22 we have listed some of the chief desires of employees 
which repeat some of the things alreac~ mentioned. In the right-hand 
column we have listed the incentives which help to satisf~j that desire 
or motive on the job. There are financial and nonfinancial incentives 
or sti~mlants. If there weren,t ade~late financial incentives, the 
nonfinancial ones would not work, but we can make much more use of 
nonfinancial incentives. 

Y hope that there are some of these principles with which you disagree 
and s o m e  o n  which you will have further questions. I hope that you will 
have some suggestions concerning why certain of these conditions exist 
and then, even more important than that, what should we be doing about 
them in order to get more effective utilization of personnel. I will now 
answer your questionse 

QUESTION: Would you care to discuss the effect of labor unions on 
these principles that you mentioned? 

MR. BROOKS: For the past two years we have been making a study of 
human relations problems within labor unions. They have many of the 
management problems--developing policies, getting them carried out, and 
getting results through people. 

10 
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QUESTIONs I would like to throw in a thought to which there is 
definitely an adverse labor reaction. My impression of what you have 
said is that there is a sort of negative 8~proach and I think a lack of 
fortitude, not in the line of ar~ rights but because of some of the 
satisfaction derived by team spirit, a pride of accomplishment in 
overcoming difficulties and obstacles, When ~ that is properl~ fostered, 
I think it is often one of the strongest factors in obtaining high 
morale and satisfaction, often exe~plified by bragging in the bar and 
so on about the rough and tough things they have been through and have 

overcomee Would you co~uent on that? 

I have seen times when air mechanics, people working on the repair 
of aircraft, on a nonglamorous job where they got no rest, worked 24 hours 
a day for short periods and did it not only ~lingly, efficiently, and 
effectively, but suffered. They were exhausted, fatigued, and yet there 
was a strong team spirit and they wouldn't have quit until they dropped. 
! wonder if there is ar~ room in industry for a similar competitive spirit. 
These men weren't doing it for anyone in particular~ they were doing it 
because they wanted to prove their outfit could get those aircraft flyinK 
by morning. Is there a place in industry for the development of a spirit 

of that type? 

M~ BRO~KSI ~If industry could have the ~swer to that it would pey 
millions and millions of dollars for it. Some industrie~ have made real 
progress. Some of them have practically a crusading spirit. I% results 
from the observance of these hum~ relations principles. Getting that 
airplane flying by the next morning was a specific goal. There was 
competition. You have a standard of performance: ~at is_%he t ~ g J ~  
is lacking on ~v ~obs- no standard, big assemoAy A2nes; x~ ~ s ~  - 
to meade  rfo= ce =d in repa  
the employees knew why they were doing it. 

It is surprising how ma~y people in industry today are performing a 
job and don't know why they are doing it, even supervisorse Twentyseven 
percent of the supervisors in our surveys said more often than not that 
they weren't ~old why they were required to follow certain procedures. 
If they knew why they had to have the equivalent of that .~rplane flying 
in the morning, they would pitch in and do it, wouldn tt they? I think 
they would or we wouldn' t be getting some of the things accomplished that 
we are today. That is not a satisfactory answer to ~our question but I 
think it is more than fortitude that is needed, with which you prefaced 

~~your first remark, 

The principle which some parts of industry overlooks is that it is 
the Job of every supervisor and executive to develop people, In the Army, 

and Marine Corps, the responsibility has been drilled 
Navy, Air Force,  i n t o  you so t h a t  your Job is ,  ~ra in ing  people and i f  t h a t  i s  done w e l l ,  
you and your men can meet emergencies. Some companies haven*t recognized 
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that. Their job is to get out production, so many pieces at such and 
such a coste They have to do that~ but in addition they have to develop 
the idea that every supervisor, s Job is to trainj coach, and develop 
people on the Job; then when a man retires~ they have that dinner and give 
him a gold watchp consideration w~]1 be givenand not only to how m~_~y things 
he turned out but also who did he develop 
business. where are they in the 

.'o 

QUESTIONi There is one other item that the armed services PuSh quite 
a b i t  thatyou don't have in your hand-out sheet a~ywhere and t - 
une specia~ services ~ro-ra~-.- ....... - ..... " # hat is 
regulate a manI° ~^~-~ ..... ,~rea~lun~ a~nle~ics, I know ~= uj savln~ ~ ~- ~^ .... you oGzu1ot 

- -  . . . .  ,=,~, ~v ~eams and  we w o u l d  l i k e  t o  w i n  
and t h a t  s o r t  o f  t h i n g ~  b u t  d o n ~ t  y o u  t h i n k  t h e r e  i s  a p l a c e  somewhere  J 
in any particular industry for athletic facilities for bachelors who have 
no place to go, plus various forms of entertainment that don,t cost any 
particular amount of money. 

MR. BROOKs- I would say that depends on many thingse The answer to 
your question depends on the location. If it were a coal mine b a c k  i n  the 
hills some place where there are limited recreational facilitiesj there 
is probably a place for such a program, but if the work facilities were 
in a city, I question seriously how far a company should go in having 
company-sponsored recreational facilities. I feel that within a cmmmnity 
the company might more .effectively help a commm~ty develop recreational 
opportunities, encourage the employees to Participate in them s even carry 
some of the expense. They will have a lot more appreciation of them than 
if the company furnished them. 

From ~ observations the ~rend in industry is away from company. 
sponsored recreational facilitiese Part of that is due to the extreme 
reaction and late twenties® there was to the so-called paternalistic efforts in the early 

QUESTION: Those 14 points that you have up there are successful 
in the armed services. You usually find the special services program is 
mighty important in the armed forcese, Why canl t it be down herej and as 
you say~ help the co,~unity~ have somebody bird-dog it through so that factor is recognized? 

MR. BROOKS.. There is a place for recreational activities but my 
negative thinking on company.sponsore d ones is caused by the fact that 
many companies try to do that to the neglect of many other basic things; 
too often the personnel departments of I0 or 15 years ago consisted only 
of that type of thinge 

Within a community that has reasonable recreationll facilitiesj 
co~pany can concentrate on some other things to better advantage. a 

QUESTION: I was under the impression.~ that there was a dual approach 
to this human relations problem in ind~stryt One is the approach which 
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you out.ned in your lecture; the other one is the informal group 
structure within a plant or something similar. Would yo~ care to 

comment on that? 

~%. BROOKS: I am glad that you brought up the informal group 
structuree It is one which is getting a lot of attentione It is a 
subject that would be well worth discussing in a separate lecturee 
There has been considerable writing within the last lOor 15 years on 
the informal group and its importance in industry. That is how an organi- 
sation really operatesj not how the organization chart sh~s it operatese 

We talk a lot about treating people as individuals. We have to 
recognize the group associatione You mast have incentives that appeal 
to groups as well as to the employee individually. If you carry this 
point of treating employees as individuals to the extreme, you m~ be 
charged with showing favoritism. That ties back to the first question-- 
one of the most important groups is the union and the informal group 
within that. One well-known motor manufacturing company said it was 
getting grievances from three sources--from the former union officials, 
from the present union officials, and from potential officialso 

QUESTION: The capitalists~ it see~ to me, have allowed themselves 
to become impossible. I would sort of like to be one myself but how 
about these companies that have profit sharing and practically insist 
that the people who work for them own two or three shares in the company? 
Would you care to discuss that? They make capitalists out of all of them. 

MP~ BROOKS: I would like to be more of a capitalist myself. I 
think all of us here would. Many companies encourage stock purchasing 
on the installment plau, IO dollars a month for the share~ and so on. 
Many companies have great faith in profit sharing. Some of the companies 
which have ~inion agreements and psy ,talon wages also have proft-sharing 

programs. 

A textile compamy in Stonington, Connecticut, last year paid between 
500 and 600 dollars per employeej ranch more in cases of longer service~ 
as profit sharing. The company has the textile union, the same one that 
is in other competitive companiesw and pays the union wage.. Yet they 
were able to psy ~ch more in addition as profit sharing. They point out 
profit sharing has made the employees capitalists. It has given them an 
interest in the company. They understand the market for the product 
because they are interested in h~ow it affects their bonus at the end of 
the year. It is a very simple system; they know how it is figured. 
There are more than 200 well-known companies which have profit-sharing 

programso 

QUESTION: Don, t you think we are closely approaching the time when 
we should come up with some employer expectations? I recognize the 
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value of everything that is listed on the chart. I ~preciate it~ 
but I am wondering, haven't we gone a little to the other extreme where 
at the present time the employer can,t expect a day's work from his 
employee. You mentioned pay; I am wondering how he can do anything 
about that with the Wagner Act, the Labor Relations Act, and man~ other 
acts which we have as to pay. I am wondering how we can control his 
pay when we have the Davis-Bacon Act and two or three other acts. So 
far as their expectations, I think it is pretty well spelled out as to 
what you have to give him. I am just as concerned as anyone with all 
those employee expectations, but aren,t we arriving at that a little over center. 

MR. BROOKS: It might be worth the time for one of the discussion 
groups to take as a problem, "what are the employer expectations?,, Then, 
"why aren,t they being met in all cases?" We could very ~eadily~ within 
I0 or 15 minutes, get down a list of what employers expected from their workers. 

The following is a suggested list of what the employer expects of employees: 

I. Willingness to (a) work regularly, (b) follow instructioms, 
(c) accept responsibility, and (d) learn. 

2. Interest in (a) se;~vice, (b) selling, (c) production, (d) 
customers, (e) fellow employees, and (f) improvement of himself and the company. 

3. Ability to (a) work intelligently with and for others, (b) 
develop, (c) meet physical requirements, (d) adapt to changes and 
emergencies, (e) understand and observe policies and rules, and (f) 
exercise good judgment. 

d 

Enthusiasm for (a) employer,s aims and objectives and (b) 
employer,s commodities and services. 

5+ To have the confidence and respect of others. 

But the important thing is, why aren,t they getting those expectations? 
Some of the reasons may be that we ere not meeting employee expectations. 

You say you can't adjust employees, p~v. I would disagree with you. 
Employers still have ~ch to do with employees, pay. Not more than 
one-fourth of the employees in the United States are covered by union 
agreements. Tot our thinking on employee relations is affected by what 
happens to this 25 percent. For white collar workers and human relations 
supervisors, these same principles apply. And more than-90 perceat of 
the supervisors are not covered by the union. Do you know that on many 
of our surveys the supervisor feels like the forgotten employee. 
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Let us think how these things apply. With supervisors we can go 
a long ws~ in meeting their expectations. We can adjust their p~v; we 
can fire them--the supervisorms jobs are the least secure of ar~. Yet 
are we doing a good job with them? I question it. We aren't doing 
nearly so good a job as we should do. If a substantial percentage of 
supervisors don't feel they are a part of the company, it is going to 
be very difficult in attaining employee expectations. 

QUESTION: In your list of employee expectations one was "off-the 
job problems." I read an article about an industrial firm that had 
hired a full-time minister--called him a chaplain--to handle off-the-job 
problemse I wonder if that is the way to solve that? 

MR. BROOKS: You know how they work in the Arm~. I don't know 
whether we have ar~ chaplains here today or not. When we say, "Work on 
the off-the-job problems" we feel that every supervisor has a responsi- 
bility in these off-the-job problems, that he has responsibility for 
listening to them. That is hard to do, just listening rather than giving 
somebody advice, and even more difficult in having some understanding 

of themo 

I think that, rather than have a centralized system like a counsellor, 
a chaplain, or a ~zLnister, it would be more effective to develop under- 

standing on all levels of supervision. 

QUESTION: You opened the discussion by mentioning that you often 
hear nowadays people say they donlt get an honest d~'s work out of the 
workero Workers have no pride in their work. It happens I read two 
different articles. I came across the same remarks. One was copy- 
righted in 1914 and one in 1901. Would you comment on thab? 

MR. BROOKS: I didn't s~ that was necessarily true. I asked to 
what extent is it true? I have an idea the same thing was written 2,000 
years ago and 2,000 years from now will be written again. Individual 
production has increased per worker. You will say it is not because of 
the sweat of the worker's brow and everbody will agree, but if you didn't 
have somebody to manage the machine intelligently and work as a team, you 
still wouldn't get the production. But we are continually having a better 
standard of living, probably most of it due to things other than individul 
effort put forth by the worker, but I questidn how valid this thinking is 
that people aren't worth their salt or don't know how to work nowadays. 
I wonder if we know how to supervise; if we know how to motivate peopleo 

QUESTION: Ny question has to do with the subject of labor unions 
and management. You touched on it momentaril~. There is quite a dis- 
cussion going on, a movement afoot now to absorb management supervisors 
into unions, the coal industry particularly. Some have said that once 
unions take over management, free enterprise goes out the windowo Would 
you care to comment on the effect of unions taking over management, 
whether they should take it over or steer clear of it? 

15 

RESTRICTED 



RESTRICTED 

MR. BROOKSI I don't think unions should take over management. I 
am very positive on that pointe Most responsible unions don,t want to 
take over management. Unions would be shortsighted in the long run to 
take over management. Most unions want the right to criticize. Once 
they participate fully in making the decisions, they no longer have 
that right. The reason supervisors join unions, as they have in certain 
industries, is that they feel very insecure, feel inadequately paid, and 
poorly supervised, in other words victims of wholesale violation of 
human relations principles. 

A VISITOR: First, I might say mY question is somewhat related to 
the question of the gentleman who mentioned what could employers expect 
from their employees. In going over this list which we have considered 
here~ we all knew that there are some people who very faitht~ully attempt 
to abide by those rules with the employses. There are others who practi- 
cal~ ignore them. Let us ignore the two extremes for a moment and think 
of those middle-of-the-road supervisors, some of whom lean a little bit 
toward the fair practices and think of the employees, personal problems 
and some of whom sort of give that the very low priority and rule with a 
very firm hand, exercise an iron hand. In your studies have you come up 
with any comparison of the relative success of the supervisors who lean 
toward the ~ rules there and follow them closely and those who give 
them a rather low priority and rule more with firmness? 

MR. BROOKS- First, just so there is no misunderstanding of these 
I~ suggested points, we wouldn,t expect a supervisor to be a wish-washy 
person. If the employees, wishes governed the supervisor, it wouldn,t 
be any more effective in industry than lt would be for the sergeants to 
have a town meeting to decide whether they would carry out your orders. 

Studies of production under different types of supervisors have been 
made by several universities. A production-centered supervisor, a man 
whose m/nd is only on production, pounding the table and saying, "Let's 
get the work out,, in the long run won,t get as ~ch work out as the 
supervisor who tries to develop people, develop freedom of suggestion, 
and so on, and really has an organization which follows human relations principles. 

It is good business to do this type of thing. It is not Just some- 
thing that is necessary to do or is the Golden ~le, but it is good pro- 
duction method to supervise in this way in the long rune Knowing and 
meeting reasonable expectations of employees will get better production 
than will ruling with an iron hand, 

QUESTIONz Which guy gets promoted? 

MR. BROOKS- That is a good pointo It gets back to the fact that 
human relations has to start from the top. It gets back to recognitione 
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If the thing you are going to recognize is the whip Isyd~gp you are 
going to get mot e and more of it. One large company sent mamy of its 
middle management to the University of Chicago to get some trainingj 
It made a study of these men before they went and when they gat through 
at Chicago they made another study aud found the index had gone aw~ 
up on human relations. When the company sent them back to w~k it 
found that the supervisor who went back to work under the production- 
centered executive became even worse in dealing with people. He wanted 
to show he didn't get any of this hogwash on him at the uniwersi~, that 
he was still the same kind of fellow who could make things move, 

QUESTION: I know you have had some experience in the armed forces 
and in the Government as well as in private industry. Would ~ you care to 
comment on the degree of effectiveness that those three institutions are 
getting out of their e~oloyees. I know it is a broad generalization, 

but what is your thinking on it? 

MR. i BROOKS: First, I would say that the armed services and the 
Government aren't nearly so bad as some people are painting theme 
People ar~e ranch the same whether they are working for a government bureauj 
a ~ good~ store, or manufacturing, or in the armed forces. In mar~ 
agencies of the Government a very conscientious 'Job is belng~ done by 
most employees. This feeling that you can't fire anybody is a mistaken 
idea ~, There are a lot of people fired, in both industry and the Govern- 
men,--not many fired from the armed forces b~t there are other ways of 

handling that situation. 

It is surprising how mamy companies are turning to the armed services 
and to the Government to get good personnel executives. The government 
organizations which are doing a good Job in personnel are do~ a ~ach 
better job than are many companies. On the other hand some industries 
are doing a better personnel job than the Govermaent is. 

QUESTION: I would like to get some more information on the comment 
you made on the attempt of a compare to train its supervisors. It seems; 
to me that these points you have up here, plus perhaps ma=~ more, all 
add up to leadership; that the key people are the supervisory people an& 
the executives in the org~nizatione These points you have here seem 
also to divide into two parts~ those peculiar to the executive level an~ 
those that are peculiar to the supervisory levelj particularly those who 

are in contact with the employees. 

It seems to me further that the executive group: would, on the whole.j 
do ~ better job of these things than would the first-level supervisors 
because the first-level supervisors come from the worker group and thus 
have not had the advantage of education and so forth. My point is what 
do these companies having this training problem do in trying to develop 
ability and leadership on the part of the first-level supervisors? What 
are they doing in the way of formal action or d~rections on the part of 
executives with these people to develop this quality of leadership? 
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MR. BROOKS: That is the crux of the whole discussion. What do 
y~ do to develop leadership? As a case exa~le, one company started 
with the top executives in the company meeting in~ groups of 12 or 15 
to discover whatwere the specific management problems of the company~ 
the causes of these problems~ and recommendations concerning what should 
be donee Each of this group met with the supervisors reporting to himj 
and so through the organization. 

In carrying this program down~ the surprising thing is that the 
people at the first level of supervision were much more conscious of 
some of these human principles than were the people in the front officeB 
The people in the front office are easily convinced of the need for 
improvement, but there is insulation at the middle management level. 
The man in the front office meant to improve this situation; the man 
at the operating level knows it should be improved, but the fellow in 
between says~ "The front office doesn't mean this." The middle l~er 
insulation within the company, not quite on the firing line and yet 
they are not in the policy determining, can put some real gimmicks in 
the way of doing something. 

Another thing is employee benefits. Opinion on employee benefits 
in companies showed they liked or disliked the plan, depending largely 
on their knowledge of the benefit program. 

QUF~TION: I was very much impressed by the concept of having one 
boss. We had courses showing how much can be saved in industry by a 
man having half a dozen bosses. I am very glad to hear that the old 
one-boss idea on which we were brought up has maybe something in it 
after all. 

MR. BROOKS: One cause of the feeling of multiple bosses is the staff 
men who claim that they don't give orders but sayj "We strongly suggest 
you do this." That is where the four or five supervisors develop. 

QUESTION: Earlier in the presentation you said in one of your 
surveys it appeared that 15 percent of the employees didn,t desire 
additional responsibility and by inference 85 percent would like to get 
additional, responsibility~ be further trained, be promotedj becomej if 
POssible~ executives and move up to the capitalistic levels. 

Having gone through a number of plants and seen quite a number of 
routine jobs that are very monotonous and quite uninteresting~ say it 
takes an hour to learn one; then after 15 years of doing that same jobj 
possibly if you give them the job satisfaction that they are asking for 
you ultimately helps to arrive at the place where you have 85 percent 
chiefs and 15 percent Indians. How are you going to adjust that? 

MR. BROOKS: You wouldn,t want to kill off the desire of promotion. 
YOU would still want them to hope for advancement although everbody can't 
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be promoted, A school seat o~t a questionnaire to parents of pro- 
spective students. One of the questions was: "What are your daughter's 
leadership qualities?" One parent replied: "She isn't any leader at 
all, She Is a darn good followero" They accepted her as a student, 
They had 200 applicants who were le~ders and she was the only followero 

to have the ambition to get to the topo You 
You still want an emplc~e cent who don't want promotions but every 
w i l l  always i x n a  ~ . u  w -  - ~ J  y ~ - ~  
employee should have the opportunity to move up in the organizatione 
That is the thing that keeps peop less hopes alive. 

QUESTION: I just want to mske an observation~ If 97 percent of 
the supervisors and 95 percent of the nonsupervisors would like to stay 
on the job and 12 percent of their wives would prefer that they take 
Jobs elsewhere~ it would seem you have some pretty strong-willed charac- 

ters working thereo 

is a~ything done in these industries to try to coax the wives over? 

reall beginning to give attention to 
MR. BROOKS: Companies are Y . . -~-- A~nners for their 

.~.~v ~nm~arLleS ~sve servlu~ ~ .. 
this problem~ For example~ ~,~ _~---~ .... it is interesting 
employees~ 20 years service and 25 years serv~u~. 
how many of those companies are beginning to invite the ~.ves to attend 

those dinners, 

Companies have open house and invite the wives and families into 
the plant when the husband is working in the plant, The children and 
wives would like to see what he does down theree A well-~own oil 

representative to the homes of the workers to explain 
co~Ipauy sends a e hotographic m~Lnufacturing co~par~ p~s 
the benefit programs. A larg P . . . . . .  ~*- ^~,er I OUU ~olAars a ~ 
50 cents an h o u r  per worker i n I r l n g e  oen~ v -  , the p r o ~ L ' ~  
for each employee. They feel the wives should understand 
and what benefits they have from ito ~4~ybe more families than 12 percent 
want their husbands to stay at these companies bec~ase they can see what 
accrues to them for his working for that particular e~ployer~ 

COMMANDER CASTELAZO" C~ntlemen~ we will continue discussions of 
this type in the Executive Skills Course. I am sure that Professor 
Brooks ~ discussion and lecture this morning has given you lots of food 
for thought. The questions were very gratifying, I know~ to him. The 
whole class has been benefited by the discussion~ Professor Brooks~ on 
behalf of the Co~,madant and the class I thank you very much for your 

enlightenment- 
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Employee performance is largely determined by the s~tlsfactions 
the individusl obtains. Employees have a variety of needs or wants; 

d when they can get satisfactions for some of these needs or wants 
~i..b~.n ~Ln~.-~.~ ~ ; f o ~ o e  is "improved. People differ,not O~i' 
.T,71"Om ~.r).e~ j u u , $  v,,...~-- ~- . . . .  . . • ~ - n O Z '  m o ' G  "m-w 
in th-~.r ~=bilities and traits but also xn their will to de • 

ration, 

D~at is Motivati~? 

.... Motives are needs, wants, drives, desires, and ~seSwit~n 

Incentives are generally outside the individual and are a form 
df ~xtern~l creation. They may be tangible objects such ~aS f~odP 
monoy, ~and~c lean surroundings or m~ be intangible rewar~s~ s ~h'as 
~Ise,, ' ~ a t h y ,  Or approval. Behavior resu Its:fr~ br~ing ~o~Ive 
and incentive together. This can be shown as follows: ' • • 

. . . .  

|ram, ,m wm 

(Incentive) 

m ~ go ~ a, . mm imB ~m~ ~ *mm mm 

Desire for Recognition' ' 
I.. ! 

(Motive) 

I I 

! I 

I I 

I t 

Good Work 

(Behavior) 

! 

A motivating situation is, therefore( a result of something usually 
outside the individual (an incentiveo satisfying something inside an 

individnal ( a motive). 

The 7.~tortance of Motives in Employee Behavior 

Motives are the ,,mainsprings of action" within the individual. 
They are the chief "whys" of behavior. Motives both arouse and maintain 
activity and also determine the general direction of the behavior. 

By knowing the motives of an individual, we can better under- 
stand his behavior. We can influence a person's behavior by motivating 
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Actual performance or achievement depends on both ability and 
motivation. If motivation is low~ the performance will suffer Just as 
if the ability were low. Surveys show that most employees who fail to 
succeed have the necessary knowledge and skill but lack the proper 
attitudes or habits due in part to inadequate motivation. 

Developing the Will and Desire to Work 
. . . .  • u 

In order to develop the w~]1 and desire to work, the supervisor 
~mst help to satisfy employees t needs. The traditional dependence upon 
job security (or fear of losing the Job)and p~ as adequate motivation 
;for obtaining cooperation and loyalty is no longer sufficient. 

While job security and p~y are still of great importance to the 
employee~ in recent years greater emphasis has been placed by workers~ 
on satisfactions of a personal or social nature. This m~y be because 
job security and pay are factors that are now comparatively well-satis- 
fied, 

Individual differences in desires and motives ~st be recognizede 
It is essential to understand the pattern of motives of each employee 
in order to understand his behavior. How effectively a man works depends 
on how ful/y his motives are satisfied through working. 
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Motivation 

Chief Desires 
(Motives of E~Ioyees) 

Economic Securi ty 

Personal (Emotional) 
Security 

Recognition or Status 

Self.expression 

Self-respect 

Satisfied on the Job_~:  

p~j benefits, promotions~ merit 
increases, advancement~ job 
security 

Feeling of stability in the. work 
Consistent and fair treatment 
Confidence in supervision 
Feelings of personal ability to 

do the job 
Knowing where one stands 
Being approved or liked 
Sense of belonging 

Good work being noticed and 
rewarded 

Relation between the individmal' s 
estimate of his achievement 
and the recognition he receives 

Sense of the importance of his 
contribution to the compa~ 
or to society 

Feeling that his ab~lities are 
being used 

Developing or growing on the Job 
Feeling that he is an active~ 

positive particip ~t 
Sufficient variety on the Job to 

prevent excessive fatigue 
and monotony 

Feeling of being considered as 
a person and that personal 
dignity is being respected 

Reasonable freedom in the work 
situation 

Protection from humiliation 

Incentives 

Incentives include financial and nonfinancial stimulants and 
ma~ be considered as positive or negative~ depending on whether we are 

attracted or repelled by theme 
23 
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A reward satisfies a motive and therefore has a positive attraction. 
Because a positive incentive encourages repetition of the same behavior, 
it is rewarding and generally is effective in building up good habitsj 

Punishment stimulates an avoidable or negative response+ Punish- 
ment is quick and effective, but it may result in unwanted behavior. For 
example, under harsh criticism~ an employee may avoid the punishing 
situation by being absent or even by resigning. Because it is likely to 
stop a behavior9 punishment is generally effective for breaking ba d habits 
but not for developing good ones+ What may be a severe repr~m,n d to one 
employee may seem like mild criticism to another. 

Uses of Financial Incentives 

Pay benefits and other forms of financial incentives are of major 
importance because they satisfy p -rima~ needs of employees. While most 
of the specific needs satisfied are largely associated with the off-the- 
job life of the employee (shelter~ food 
financial incentives also affect the jo~ clothing~ and education)~ 

in a direct wa~'. That is~ if 
pay is considered inadequate or unfair in comparison with others~ every 
aspect of the job such as supervision and working conditions is like2y to be viewed critically. 

Uses of Nonfinancial Ynoentives 

Most day-to-day satisfactions of the employee ~ust be provided 
by nonfinancial incentives such as the following: 

Good and safe physical working conditions are a primary means of 
giving the employees a feeling that their needs and wants are being considered. 

Friendly working relations satisfy the social desires for com- 
panionship and a feeling of belonging and thus encourage teamrork and a 
liking for the job situation. Absenteeism and turnover are at a 
where good group relationships exist. The supervisor has an important 
infl~ence on the working relations through his own attitude and practices. 

A sense of Participation is another primary nonfinancial incentive. 
Knowledge of what is to be done and why it is to be done increases the 
significance of the job and, therefore, the satisfaction of the people 
doing it. When it is feasible to allow employees to share the problems 
and responsibilities of the group~ there generally results an increased 
individual feeling of responsibility in meeting group goals; and the 
individual,s feeling of importance is enhanced. 

Recognition of the efforts of each employee is another fund- 
amental basis for job satisfaction. A supervisor, by showing frequent 
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interest in the work of every subordinate, will give the latter a 
feeling that his work is significant and that he is being treated as 
an individual. Both criticism and praise are means of recognizing 

individual efforts. 

Criticism given privately and directed toward the job rather 
than the person can be a highly effective incentive because it rec- 
ognizes the individual but does not degrade his ego. On the other hand 
public criticism, personal criticism, sarcasm, or other forms of 
destructive criticism usually cause unsatisfactory performance; thus 
a negative incentive affecting the motive of self-respect m~ cause an 
avoidable or unsatisfactory response. 

Sincere praise that fits an individual and is suitable to the 
occasion is usually effective in i~proving his performance, since it 
is a positive and powerful appeal to his motive of self-respect. 

Competition is an incentive which may be effective in stimmlat- 
ing sales and other production on the Job. Competition on an individual 
basis is most effective because the individuals are directly responsible. 
Where equals are competing, this makes for a highly motivating situation 
which often makes work more enjoyableo Competition can be an unsatis- 
factory incentive if it degrades individual or group self-respect-as 

in competition between unequals. 

The sense of developing skill or acquiring new knowledge and 
growing in the Job are powerful urges to better performanceo All people 
are motivated to some degree to grow and develop. An opportunity to 
develop new skills and knowledge in a different assignment may give a 
satis~-ing sense Of progress even though no promotion is involved. 
Planned job rotation, in addition to providing a flexible force, can 
motivate a group of employees from this viewpoint. 

A knowledge of his own results improves the individual's per- 
form~nce by satisfying his urge for achievement. One piece of work 
completed provides an urge for more accomplishment. A sense of achieve- 
ment helps the individual to recognize the difference between mere 
activity and effective action. In a work group, a knowledge oT group 
results also provides a sense of achievement to the individual employee. 

Proper job placement is a motivating factor in that the employee 
obtains a sense of personal security and a greater feeling of accomplish- 
ment. Where the interests, aptitudes, and personality of the employee 
closely match the requirements of the job, there is mmch greater chance 
that better performance will result. 

Satisfactory induction into a new assignment appeals to the 
desires for security and the feeling for belonging on the part of the 

new e~ployee or transferee. 
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The encouragement and consideration of employee suggestions 
tend to improve perfonuancebyproviding the individnalwith a sense 
of recognitiono 

Human Relations Princip1~ 

I. Show sincere interest in the person,s problem. 

3. 

2, 

5. 

6. 

7. 

8. 

9. 

I0. 

11. 

Take time to get the facts. 

Take prompt action on problems, 

Be constructive in your approach. 

N a i n t a i n  an  o p e n ~ . n d ,  o~ 

Be adaptable to change and hel~gther s adjust to change. 

Be reasonable in what you expec~ of others. 

Treat complaints as suggestions. 

Make only promises you can fulfill and then keep theme 

Keep others informed-.up, downj and across. 

Admit Your mistakes. 

12, 

13. 

15. 

16. 

17. 

Make the individual feel the solution is his own idea. 

Follow up to determine progress in a situation. 

Give commendation when deserved. 

Keep subject on discussion basis. 

Set a good example. 

Develop freedom of expression on any subJect concerning 
the company, s welfare. 

~uplo~ee Expectation~ 

i. Understanding of their problems. 

2. Clear directions-.what is expected of them. 

3. Adequate pay--fair in comparison with otherso 

26 
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4. 

5. 

6. 

? .  

8. 

9o 

10.  

I I .  

12. 

13. 

~ .  
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Opportunity to learn, develop, and use skills and knowledge. 

Recognition--how they are doing. 

Fair treatment. 

Dependable supervision--no buck passing. 

Information--the w~ of their Jobs. 

Interesting and worthwhile work. 

Freedom of expression. 

Protection from humiliatione 

Pleasant and safe-working conditions. 

Security--personal and economice 

Congenial fellow e~loyees. 

2? 
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