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to develop a standardized deve;opment program which could
be utiliged under all circumstances and in all types of
business; however, it is believed that there are general
recommendations which could be adapted easily to fit any
particular situation which might be encountered. Although
the main objective of this study is to recommend a program
for developing personnel managers, this is not feasible

until the need for such development is justified.

LIMITATIONS OF THE STUDY

This study concerns itself only with the formula-
tion of a program designed specifically for the development
of personnel managers and does not attempt to present a
general program for the development of all managers. The
study doubtless contains general techniques of development
which are now being used or which could be used in other
areas, but no attempt is made to emphasize this fact nor
to modify the basic program to suit the needs of other
types of management development.

Since the study does concern itself with a devel-
opment program for personnel managers, 1t is recognized
that the full benefit of the program can only be realized
by those companies which are sufficiently large to justify
the existence of a personnel department. Even though it is
realized that the personnel function is universal in all

types and sizes of organigations, no attention will be given



to the training of people who do not ocoupy managerial
positions. It follows, then, that the program is designed
primarily for use by those companies which have formal
personnel departments.

The study is not confined to any particular
geographic area or industry type but represents a crose-
section of both, It is felt that such restrictions as
mentioned would unduly limit the value of the program and
would cast serious doubt on one of its basic foundations--
general applicability of the principles of personnel
management. The recommended development program is based
principally on interpretation of primary data obtained
from personnel managers representing a cross-section of
industry in the United States.

The study does not make a detailed analysis of any
particular program which might be employed now by a given
organization. It is recognized, however, that the contrib-
utors to the study doubtless relied on the content of
development programs used in their respective companies in

making their suggestions.

METHODOLOGY
The material which serves as the basis of this
investigation came from both primary and secondary sources.
The majority of the secondary data was obtained from a
survey of the literature published in the field since 1920,



because it is thought that information printed prior to
this time would be largely outdated and thus for the most
part inapplicable due to the rapld changes which have been
taking place in the field of personﬂ@i managenment,

Primary data are used in support of the bulk of the
study and were secured mainly from results of mail ques-
tionnaires supplemented by a limited number of personal
interviews conducted with personnel managers selected at
random in the Baton Rouge area. Thesae interviews served
primarily as a pilot study to validate the gquestionnaire
prior to its actual use.

The questionnaires were sent to 246 personnel
managers of industrial firms in the United States employing
10,000 or more employees. The 137 returns greatly alded
the writer in formulating the development program which is
contained in Chapter IV. These questionnaires also are the
foundation for the organization of Chapter II which deals
with formal education aspects of the proposed development
program and Chapter 11l which treats the work experience
phases of the program.

The greater part of the study is based on primary
data because it is believed that such data are superior
to secondary sources wnich would yield at best only the
basis for analysis of existing programs and would, therefore,

be inadequate for the foundation of the proposed development



program. Only Chapter 1, which discusses the role of the

personnel manager, is founded basically on secondary data.



CHAPTER I

THE ROLE OF THE PERSONNEL MANAGER

Even though the field of personnel administration
is still relatively young, it has already experienced a
series of developments which have left a marked effect on
it. The purpose of this chapter is to trace briefly the
history of these developments in order to set the back-
ground against which the need for proper education and
training of the personnel manager can be discussed. It
is believed that this evolutionary growth must be placed
in perspective to understand its effects on the changing
concepts of the place which personnel administration has
occupied and the role it now plays in the industrial
order. This chapter presents this background and explores
the need for developing the managers who hold the respon-

sibility for proper execution of the personnel function.

THE, EVCLUTION OF PERSONNEL NAWAGENMENT
Since personnel management concerns itself in the
final analysis with the cultivation and maintenance of
labor-management relations, it is believed that a brief
look at the changing position of labor will aid in
1



understanding contemporary personnel management problems.
This historical survey traces the evolutionary change of
personnel relations from slavery up to the advent of
collective bargaining and the emphasis on interpersonal
relations. This history is presented merely for background
purposes and is not intended to be a justification for the

existence of a personnel department.

The Era of Slave Labor

As one might expect, per:onnel management as it is
thought of today did not exist during the time when men
were slaves of their master. Men then were looked upon as
items of property and were trezted as such. The treatment
of slaves varied from time to time, ﬁut history reveals
that the typical master-slave relationships were far from
humane by present-day standards.

The deplorable conditions of the time naturally
contributed to the slaves' lack of interest in production.
Without any positive incentive, slaves did only the mini-
mum work necessary to avoid punishment. Certainly slavery
as a political and socio-economic device left much to be

desired and so contributed to its downfall.

The £ra of Serfdom
Although the distinction made between a slave and

a serf was ocne of degree, there was some improvement in the



status of workers under serfdom. Unlike a slave, the serf
did enjoy certain rights and privileges which had been
denied the slave.

The serf represented a hybrid between the slave
and the free laborer. The serf did have some incentive
for work since the more he could produce beyond his rent
to the lord, the better he could provide for his family.

The period of serfdom, which terminated near the
end of the fifteenth century, was a time when the manor
occupied the center of activity and production was
agriculture-oriented. With the crude developments of
manufacturing came the end of the era of serfdom and the

beginning of the Guild System.

The Gulld System

The development of crude manufacturing brought
the accululation of laborers in cities, and there began a
movement among them to organize into assogiations or guilds
in order to improve working conditions. These guilds were
designed Po_set quality standards for the individual crafts
end to limit the number of workers engaged in the craft,
chiefly accomplished by regulating the conditions of
apprenticeship.l

1 -

Dale Yoder, rersonnel M ement and Industr
Relations (Fourth E&iffon- E%Elewoog Efgffs, New Jersey:
Prentlce-Hall, Inc., 1956), pp. 37-38.
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Employee-employer relations were very simple but
rigidly defined under the Guild System. The master worked
at the same bench with his journeymen and apprentices and
there was much personal contact between the "manager" (the
master) and his "employees™ (journeymen and apprentices).
Thus, there was no need for a personnel department in the
small establishments with such close contact between
master and worker. This period, like the preceding two,
was characterized by a complete lack of personnel manage-
ment as it is known today. With the advent of the
Industrial Revolution the cleft between management and

worker began to widen.

The Industrial Revolution
The change from the Guild System to the factory

system was made possible by the invention of new devices
which made mass production practicable. The birth of the
Industrial .levolution further accentuated the initial gap
between working classes and an employer class. Then, for
the first time, there were large numbers of working people
in the employ of an ownership group who managed their work
as well as furnished their tools.

The factory system brought the first large aggre-
gations of workers under one roof. The large numbers of
people made it impractical to maintain the personal contacts

between owner and employee that had characterized the
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previous pericds. The rapid growth of labor difficulties
was spurred on by the introduction of the factory eystem.
The employment of women and children was commonplace
because they worked for even cheaper wages than men, but
the government assumed that it could do nothing by means
of statutory regulations to improve the status of the wage-
earner and that the employer could not injure him. Seeds
of unrest began to grow which eventually matured into the
labor unions and govermment regulations that are so well
mown today. So, even with the addition of the right to
contract and the right to select places of employment,
labor relations during the time of the Industrial Revolu-
tion still left much to be desired.

The Impact of the Corporgtion
Inventions which made the Industrial Hevolution

possible also contributed to the rise of a different form
of business organization, the corporation. This form of
organization featured management of the business by a group
of people hired by the owners for the primary purpose of
operating the business profitably.

These managers were required to operate the
businese at a profit from which returns could be paid to
the owners. In order to do this, attention had to be given
to the cost factors of which labor represented a sizable

portion. lianagement naturally preferred to obtain maximum
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effort from employees with relatively low wages in order
to contribute to the profit goal. This goal of management
was for the most part contrary to those of the working
force and this led to all degrees of industrial conflict.
The primary purpose for the development of personnel
management was to minimize, if not eliminate, the areas

of conflict caused by the widening gap between worker and

owner interesta.2

The corporate form of business organi-
zation thus magnified the need for the personnel function
which was given perhaps its first formal recognition by

Frederick W. Taylor, the father of the Scientific Manage-

ment movement.

Scientific Management
The turn of the twentieth century witnessed the

development of a movement which was called "Scientific
Management." Frederick W. Taylor, founder of the movement,
believed that management problems could be solved scienti-
fically by the use of time study; and this belief became
the primary foundation of the movement. Taylor made the
following comment on the importance of time study to
Scientific Management:

What the writer wishes particularly
to emphasize is that this whole system rests

“Gordon S. Watkins, Labor Management (Chicago:
A. W. Shaw Company, 1928), p. &42.
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upon an accurate and scientific study of
unit times, which is by far the most 3
important element in scientific management.

By acourately timing the performance of each task, manage-
ment could set a realistic work standard for every worker,
Management, then, was knowing exactly what the men should
do, and then seeing that they do it in the best and
cheapest way. Time study, therefore, was viewed as the
chief means of learmning exactly what men were capable of
doing.

Taylor concentrated his efforts at the lower levels

of the organization structure and devoted his energies to

4

the conastruction of a science for every task. He

advocated that the besat workmen should be selected for
thelir respective tasks and that:

« ¢ « management ., . . take over
and perform much of the work which is now
left to the men; z2lmost every act of the
workman should be preceded by one or more
preparatory acts of management which enable
him to do his work better and quicker than
he otherwise could. And each man should
daily be taught by and receive the most
friendly help from those who are over hinm,
instead of being, at the one extreme, driven
or coerced by his boases, and atsthe other
left to his own unaided devices,

Sprederick W. Taylor, S%og M nt (New York:
Harper & Brothers, Publishers, 2, p. ?5.

43ee Frederick W. Taylor, M t, pp. 85=91
and Frederick W. Taylor, The Princ fggggiigﬁg%f%g ﬂgggﬁf-
ment (New York: Harper & Brothers, ishers, y DPpP. 4l-

and 64-72 for some examples of these efforts.

SFrederick W. Taylor, The Principles of Scientific
Management, op. cit., p. 26.
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These preparatory acts consisted of determining and
teaching the workmen the most productive motions which
were least tiring to them.

Scientific management was viewed as a philosophy
which was the combination of four principles of management:

First. The development of a true

science."_ggsond. The scientific selection

of the workman. Third. His scientific educa-

tion and development. Fourth. Intimate

friendly co-gperation between the management

and the men.
Scientific management required a complete reversal of
thinking about the problems of management and stressed the
value of gradual change. Although unions resisted his
plan, Taylor never experienced a strike by the people
working under scientific management.
‘ Scientific management was the first concerted
attempt to apnly a rational method to the solution of the
problems of mancgement and doubtless made an invaluable
contribution to the discharge of the duties of today's
management groups. There still remained the need to under-

stand better the human element in an industrial setting,

and this became the task of the industrial psychologists.

Industrial Psychology
Scientific management created a considerable interest

in the problem of worker-job relationships. Although most

Ibid., p. 130.
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of the pioneers of the scientific management movement
. devoted their attention to the physical aspects of these
relationships, there were some psychologists who believed
that the mental and emotional aspects of the problem were
of paramount importance. The father of the application of
psychology to problems of worker-job relationships was
Hugo Munsterberg who, as early as 1912, laid the foundation
for the study of the effect of individual differences on
these relationshipa.7

The primary objective of industrial psychology is
the prediction of employee behavior so that the proper
work environment can be provided to stimulate maximum
production. Psychological tests were used for determining
the correct placement of employeea into the work environ-
ment, and it was believed by the industrial psychologiets
that employees could be "molded" into the environment
which was most conducive to obtaining the company objectives.
Herbert Moore made the following comment on the subject:

The value of psychology to the world

of business and industry is determined by the

contribution that it can make to an under-

standing of the human forces that operate

when people are brought together under the

specific demands and controls that tha business
and industrisl worlds make necessary.

TMorrie S. Viteles, Industrial Psychology (New York:
W. W. Norton & Company, Inc., %gg?i, P viI.

SHerbert Moore, Psxcﬂoéogz for Busginess and Indust
(Second Edition; New York: c raw-ﬁIfl Book Company, Inc.,
1942), p. 1.
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Morris 5. Viteles complemented Moore's belief when he
observed that the industrial psychologist " . . . isB
primarily interested in human happiness and only secondarily
in human efficiency; although he recognizes the intimate
association between the two.“9

Industrial psychology is a study of the differences
among individuals. ilanagement is interested in this dis-
cipline as a device to help maximize efficiency and worker
satisfaction because managenent must not only select a
worker capable of performing a particular task but also
one who possesses the prorer temperament to perform the
tagk without bored-m. The extent to which this is accom-
plished is a measure of the success of the personnel
placement function.lo

Industrial psycology has aided management in
recognizing and making use of individual differences by
perfecting tests of verious typves, aiding in the establish-
ment of training programs, and in conducting experiments
on matters of wages, fatigue, merit ratings, and morale.

By the end of World war I, personnel management had
becone fairly well established as part of the industrial

scene., Personnel managers were making use of the scientific

%iteles, op. cit., p. 25.
10;08eph Tiffin, Industrial Psycholo
Edition; New York: PrentIice-Hall, Inc., I§EG!
“YJoseph Tiffin, Industrial Fsycholo {Second
Edition; New York: PrentIce-Hall, Inc., y Pe 1.
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approach advocated by Taylor as well as drawing upon the
benefits of industrial psychology. These were perhaps the
most significant developments in personnel management

during the period of the First World War, and it can be
observed that the field of personnel management as it is
known today had its birth during this time. The 1920 decade

brought the age of paternaliam to personnel management.

The Era of Paternalism
Although the 1920 decade 1is generally considered

as the golden age of paternalism, Robert Owen, as early as
1825, advocated that more attention be given to people
instead of machinaa.ll Owen believed that by improving
the worker's position in both industry and the community,
more productive effort could be obtained than by concen-
trating on improving machinery, as most of his contem-
poraries maintained. As a result of his beliefs, Owen was
quite active in social reform and was even instrumental in
founding a communal living plan in New Harmony, Indiana
which proved unsuccessful, however. For his work in the
field af personnel relations, Robert Owen has been called
the father of personnel management even though most of his
work and beliefs would be labeled "paternalistie" by

present-day standards.

llpobert Owen, A ﬂew View of Society (New York:
E. P. Dutton & Co., Inc., 2 pp. 7-10.
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During the 1920's the growth of personnel depart-
ments accelerated. !Many of these departments stressed
paternalism in their programs in order to prevent workers
from joining national unions. Employee representation
plans, which were in effect company-sponsored unions, were
cultivated carefully to keep employees satisfied and to
discourage any move on their part to associate with
"outside" unions.

The perscnnel managers of those companies practicing
paternalistic employee relations were expected to be pri-
marily "good humor" men. Their training, therefore, was
designed to qualify them to ". . . convince employees of
the beneficence of the employer."12 However, those
companies which did not follow paternalistic practices were
in better condition to weather the storm of the Great
Depression which was soon to follow. In essence it can be
said that paternaliam fajiled because it was unilateral in
that the company tried to do for the worker what he should
do for himself.

The Great Depression
The primary effect of the depressed conditions of

the 1930 decade waa the readjustment of the attitude toward

the role of personnel management. The business conditions

12Yoder, op. cit., p. 48.
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of that time were so severe as to cause a complete cessation
of many businesses and a considerable readjustment in the
programs of the remaining ones. This meant a re-evaluation
of personnel management in general with the result that
personnel activities were severely reduced or entirely
eliminated in many enterprises.

It must be remembered also that this period
witnessed unprecedented labor legislation covering almost
all facets of employer-employee relations. These regula-
tions also helped change the personnel department policies
by forecing tne adoption of programs in conjuﬁction with
national unions.

The developments of the period of the Great
Depression served to further the shift away from pater-
nalism and to magnify the bilateral approach with unions.
This chan;e in personnel philosophy and practice ushered
in the so=called era of "human relations" in personnel

management.

The Era of Human Relations

Even though the human relations philosophy has
governed the evolution of personnel management only since

1945,13 it had its beginning in 1927 when Elton Mayo,

13keith Davis, Human Relations in Business (iiew
York: MeGraw-rnill Book Company, Inc., 1957), Pe 7.
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F. J. Roethliaberger, and #. J. Dickson set the background
when they conducted the famous experiment at the Western
Electric Company's Hawthorne works in Chicago. Mayo and
his associates discovered in this experiment that ". . .
the improvement in production, they[:the officers in charge
of the experimenf] believe is not very directly related to
rest pauses and other innovations. It reflects rather a
freer and more pleasant working environment, a supervisor
who is not regarded as a ‘'boss,' a 'higher morale.'"14
The primary value of this experiment has been its emphasis
on the human side of organization.>” Previous to the
Hawthorne study, the working man was considered an indi-
vidual who reucted to industrial stimuli on a purely

individualistic basis.i®

The Hawthorne study indicated,
however, that worker attitudes were of such magnitude that
changes in conditions of work did not neceassarily result

in changes in output.17 This study also revealed three

14Elton Mayo, Ifhe gggg% Problems of an In%ustrial
Organizetion (Second Edition; Boston: Division o esearch,
Graduate ochool of Business Administration, Harvard
University, 1933), p. 75.

155ee F. J. Roethlisberger and W. J. Dickson,
Management and the Worker (Cambridge, lMassacnusetts:
Harvard University Fress, 1939), pp. 554-=562.

léﬁ. F, WAhyte, "Human Relztions Theory--A Progress
Report," Harvard Business Review, XAXIV, No. 5 (september-

17Roethlisberger and Dickson, op. ecit., p. 572.
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major human problems to which management must address
itself: problems involving communication and control,
problems of human adjustment within the formal organize-
tion structure, and problems arising out of changes in the
social, or informal, organization.18
From its beginning witii the Hawthorne experiment, the
study of human relations has been the seat of much additional
research, iiost of these early studies revealed what was not
true about human behavior in industry rather than what was

19

true, however,. The central theme of the findings of

these studies has been thist management must recognize

the complexities of the social relationships within a
business setting and recognize further that although money
is a powerful gtimulug, it is futile to attempt to designate
it as the prime motivator. Thus, management could no longer
view labor as 2 mere factor of production to be rewarded

in like manner with land and capital. Iianagement must
provide something more than money as a stimulator, for most
workers desire to have some voice in the management of the
company and unilateral decision making by management makes
the realization of this desire impossible.

The advocates of the human relations approach

propose that the urge of participation can be satisfied

181pid., p. 578.

Yuhyte, op. cit., p. 125.



