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Background and Statement of Purpose of Study

In the 1880's the California Fruit Growers Exchange was organized.
Trnis fermer cooperative grew into a multi-million dollar marketing
cooperative serving California fruit farmers. In 1907 there was
organized a senarate association for the purchasing of fertilizer,
insecticides, and other materials for the citrus growers of the Cali-
fornia Fruit Growers Exchange. It became the first large regional
purchasing cooverative and grew into a multi-million dollar business
also.

Later otaer reglonal marketing and purchasing cooveratives were
organized. Now there are 2bout 100 in the United States and about
tventy regional cooveratives in Canzda doing million dollar bdbusiness
and employing large numbers of neople. As large businesses these
reglonal farmer cooperatives are in need of the knowledge and applica-
tion of scientific business management. This includes an understanding
of the modern practices in the hendling of employees, tnat svecialized
phase of big business management now known as versonnel administration.
The bacxground section in the thesis points out how large business in
Anmerica became aware of scientific management about 1900 and became
awvare of tne place of personnel administration as such about thae
1930's.

The purpose of this thesis was to study the development of
personnel policies and vractices of regionzl farmer cooveratives and

to see what was being done and how.



Sources of Data and Procedure Used

Through a questionnaire, correspondence, and personal contact,
information was secured in answers and from printed material used by
the companies. Requests were made for information from 64 organiza-
tions recommended by several sources. Sufficient information was
received from 33 organizations, a return of slightly better than 507.

The information was studied and organized into tables, explanatory
statements, and summaries. Tae information was arranged into the
following chapters:

Chapter I Introduction

Chapter II Background and Review of Literature

Cnapter III  Development of Personnel Administration in
Regional Farmer Cooperatives

Chapter IV Recruiting and Selection Technigues
Chapter V Employment Policies and Practices

Chapter VI Employee Benefit Programs

Chapter VII Employee Informetion and Training Frograms

Chapter VIII Miscellaneous Employee Activities and
Organizations

Chapter IX Personnel Services Given by Regional
Cooperatives to Local Cooperatives

Chapter X Some Cost Figures on Personnel Administration

Chapter XI Summary of the Significant Points of Present
Personnel Programs in Reglonal Farmer Cooperatives

Chapter XII Conclusions, Evaluations, and Recommendations



Major Findings of the Study

The major findings of the study are summarized as follows:

1. Personnel administration as a senarate, snecinlized, major
menagement function has been develoved since 1940, the year in which
a large reglonal cooperative set up a full scale vpersonnel office.

2. Methods vary and a wide scope of functions are carried out
by the majority of the cooperatives.

3. Personnel policies and vractices of the simnler type are
included in formal rolicies in practically 211 cooperatives. The
more complex personnel volicies, practices, and procedures are used
by a smaller grouo of comvanies.

L, Outstaniing features of personnel programs include employment
services, liberal empnloyee benefits, Jjob skill training and information
courses, assistance on personnel matters to local farmer member cooper-
atives, and employee group activities.

5. Less outstanding, and perhops wezker in many resvects, were
the following programs: Job evaluation and related factors, executive
develovment, employee orlentatlon and general informstion, and certain
other policies and procedures.

The thesls closes with information on the cost of some personnel
ectivitles and employee benefits, and also includes some conclusions,
evaluations, and recommendations on personnel administration in

reglonal farmer cooperative associations.
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CEAPTER I  INTRODUCTION

Thie is a study of personnel administration in regional farmer
cooperative assoclations. With the economic expansion of the Unlted
States and Canada, farmers have formed cooperative business associa-
tions which have increased in number and size. This results in the
employment of increasing numbers of people.

Originally organized with a great degree of self-help when small,
farmer cooperative associations had few employees. Personnel admin-
istration in farmer associations, as well as in business in general,
is a minor factor when the business unit is small. As business units
grow larger in all phases of the economy, personnel administration
becomes a more svecialized function than previously. Gradually more
attention was given to the various personnel activities until there
is today a recognition of personnel administration as an imvortant
branch of business administration.

Most businesses of substantial size now have personnel offices
with trained administrators and staff giving special attention to the
various personnel functions. It is the vurpose of this study to
report on what reglonal farmer cooperative businesses are doing in

personnel administration.

Scope of Study
There is included in this study eight phases of personnel acmin-

istration in 33 regional farmer cooveratives. The phases as designated



by chapter headings are:

Chapter III Development of Personnel Administration in Regional
Farmer Cooperatives

Chapter IV Recruiting and Selection Techniques

Chapter V ZEmployment Policies and Practices

Chapter VI Employee Benefit Programs

Chapter VII Employee Information and Training Programs

Chapter VIII Miecellaneous Employee Activities and Organizations

Chapter IX Personnel Services Given by Reglonal Cooperatives to
Local Cooperztives

Chapter X Some Cost Figures on Personnel Administration

Chapter XI Summary of the Significant Points of Present Personnel
Programs in Regional Farmer Cooperatives

It is pointed out that the scope of study was limited to those
phases of personnel administration for which a reasonable amount of
information could be secured. In a personnel management survey,
Mathewsonl found that the more involved the personnel procedure, the
fewer business organizations there were that used it. The same can
be sa2id for the findings in the present study.

There are ten to twenty broad subjects in a personnel program
indicated in the booklet on personnel functions issued by the

Metropolitan Life Insurance Companyz. The booklet further notes

1 S. B. Mathewson. A Survey of Fersonnel Manegement in 195
Comvanies. Personnel Journal, Vol. X, No. 4 (December 1931) pp. 225-231.

2 Metropolitan Life Insurance Company. Functions of the
Personnel Director, New York City, (1937). pp. 9-11




66 activities covered by a typical personnel program of a large
company. Time alone forced a limit in the scopre of this study and
the area covered herein was felt to be an adequate coverage of the

status of personnel administration in regional farmer cooperatives.

Procedure

Data used in this study was secured by questionnaire, a copy of
which is in Appendix V, followed by letters and personal contact to
clarify certain points. The questionnaires were mailed to 64 organi-
zatione and addressed to the head of the versonnel office where such
wvas known to exist, or to the executive management office of the
company.

Although a number of the companies did not return any information
for the study, many remarks made in their letters indicated their
interest in personnel administration progress, and especially in this
study of personnel work in cooperative businesses.

Some of the information was sorted into material for arrangement

into tables. Other material was summarized into groups of statements.

Source of Data
A 1list of 33 organizations returning sufficiently usable informa-
tion on questionnaires and letters is included in Appendix IV. 1In
most cases additional letters were used to clarify some answers. In
16 cases personal contact with key personnel helped to secure and
clarify information. In six other cases personal contact was made
asking for cooperation with the study prior to sending of the

request for data. The percent of return of information in the study



was 51% and undoubtedly personal apvroach, acguaintance, and contact
helped a great deal to secure usable material.

A number of the companies stated they had no objection to being
identified and quoted in the survey, while others preferred to remsin
unidentified. The data therefore, 1s entirely coded in the tables.
For the benefit of further inguiry, organizations listed in Appendix IV
can be contacted.

The 64 regional farmer cooperative associations to which
questionnaires were sent were selected from lists furnished by the
offices of the United States Department of Agriculture, Farm Credit
Administration, Cooperative Research and Service Division; National
Council of Farmer Cooperatives; American Institute of Cooperation;
and United Cooperatives, Inc. The last named 1s an international
purchasing and manufacturing cooperative which has regional groups
as 1ts members., It has headquarters at Alliance, Ohio.. The Farm
Credit agency serves cooperatives in the United States on matters of
research and information. The National Council of Farmer Cooveratives
serves as legislative study group and spokesman, while the American

Institute of Cooperation is an information and education orgsnization.

Definition of Terms

Personnel administration. One of the most generally accepted

definitions of personnel administration found in a standard college
text on this subject by Scott, Clothier, Mathewson, and Soriegel,
will best describe this work.

The personnel department is charged with the responsibility

of advising management from the chairman of the board of
directors to the lowest line supervisors on all questions



affecting the employer-employee relationship, is resvonsible
for performing all the functions of employing workers for
the various departments within the organization, represents
management in meny of the relationships that affect the
organization as a whole, and 1s further charged with
representing the legitimate claims of the workers to
management. The personnel departrent is the centralized
clearing agency for alding all other departments effectively
to carry out their responsibilities in 2ll personnel matters.

Regional farmer cooverstive association. A regional farmer

cooperative assoclation is a business unit serving farrers in a sub-
stantial portion of a state in the United States or a province in
Canada, or in some cases covering severzl states, and performing either
purchasing or marketing functions, or in some cases multiple functions
including processing. Part of the associations in the United States
operate under the Capper-Volstead Act rules and part vrefer to operate
only under the non-profit or cooperative association or regular corrorate
acts of the respective states. Dollar volume, esvecially after initial
organization stages are passed, is in million dollars plus figures.

Tne various personnel functions are briefly described in most cases

in the study at the properly related place.

1 walter Dill Scott, Robert C. Clothier, Stanley B. Mathewson,
¥illiam R. Spriegel, Personnel Management. New York: McGraw-Hill
Book Company, 1941. p. 29.




CHAPTER II BACKGROUND AND REVIEW OF LITERATURE

In order to prorerly explain and to relate the findings of tlkis
study to personnel administration generally, it is necessary to give
& background of the development of modern industry and management
methods. The background is followed later with a review of literature

at the appropriate place.

Development of Industry and Menagement Methods

The Industrial Revolution is understood and accecvted by economists
and historians as having been started in 1765 with the development of
the steam engine and textile machinery in England, followed by other
inventions. With the growth of industries employing large groups of
people and urban areas becoming thickly populated, it became necessary
for agricul tural production to become comrercialized aléo. Develovment
later of new farming methods and techniques, especially machinery,
enabled the farmer to produce in increesing quantities for the growing
urban populations. As farmers produced more farm produce, livestock,
end other 1ltems, they encountered problems of marketing. As they
purchased more farm supplies, they encountered problems of purchasing
at the right price and securing the right quality and item. It was
somewhat of a natural event for farmers to get together and form
cooverative organizations as described later.

Together with developments in industry, came developments in

ideae of management of people. To understand the relationship of



efficient handling of machinery, materials, and methods, it is
necessary to trace the development of handling manpower.

The development of scientific management in American business
began with Frederick W. Taylor during the period prior and Just after
1900. He and his followers developed the idea that management is "the
function of planning, orgenizing, and controlling the activities of an
organization in whole or in part, to the end that it may achieve its
objectives with reasonable economy and efficiency.”1
Taylor further emrhasized that to achieve this goal effective

management must:

1. Accurately measure the forces, factors, and effects
in any business situation,

2. establish laws of managerial and overative performance,
3. develop standards of proper conditions and relations,
L, pre-plan activities, and

5. develop definite procedures for management and
operative verformance.

Most large businesses, especially those commonly called million
dollar businesses, were managed at the turn of the century by executives
familiar with Taylor's ideas and with those of others following later.
By the time of World War I large businesses were appreciative of the
principles of scientific management, and that knowledge assisted
substantially to create the huge industrial production growth during

the period 1910-1920.

1 R. C. Devis. Industrial Organization and Maragement. New York:
Harrer and Brothers, 1940. pp. 12-15.




According to Davisl, Scottz. and others, it was the first World
War period thﬁt brought out to American business leaders the large
losses resulting from poor handling of labor problems. The personal
contact between employer and employee was being replaced by contacts
through other people, written publications, and other means.

It was inevitable that misunderstandings would arise. Business
also regarded labor as another business expense rather than a part of
the enterprise with a stake in the future of that enterprise. Feelings
of injustice and insecurity grew with the depression period of 1929-32.
When national laws were adopted affecting millions of employees,
personnel departments were called upon by management to handle wage,
hour, and soclal security problems in addition to employment procedures,
social and athletic programs, safety services, and similar functions
often called welfare activities. Then the personnel office became a
top management function with greater importance attached to it, and
gradually 1t became established as such in larger business units.

Slow growth in the professional aspect of personnel administration
began in 1917 with the appointment of the Committee on Classification
of Personnel in the Army. This was created by the United States War
Department and was composed of outstanding business leaders, college
administrators, and army officers. The experience, knowledge, and

results gained from that committee and its work provided stimulus to

1 1vid.

2 yWalter Dill Scott, Robert C. Clothier, Stanley B. Mathewson,
William R. Spriegel. Personnel Management. New York: McGraw-Hill
Book Company, 1941. pp. ix-x.




study and focused attention on personnel problems of business and
industry.

The first generally known professional personnel management service
came from the Scott Company organized after World War I by certain
members of the above mentioned Committee on Classification of Personnel
in the Army. In 1923 this company had forty clients among a variety of
large businesses. Slowly other firms entered into this type of service
and colleges added personnel administration subjects to the curricula
in one way or another.

In addition, several associations have held conferences end have
issued publications for many years on personnel work. The earlier
associations were:

The American Mzonagement Association, New York, 1930
to 1932, issued irregular personnel pamphlets and has
done so annually since 1933.

The National Occupational Conference, New York, since
1933 has 1ssued publications on occupations ard testing.

The Personnel Research Federation, New York has
issued an annual Journal since 1933.

The Life Office Management Association, Hartford,
Connecticut, since 1936 has issued information and test
materizals in this field.

The Life Insurance Sales Research Bureeu, Hartford,
Connecticut, since 1922 has issued materials and tests

on sales activities in this field.



There were later other personnel groups and mansgement associa-
tions organized but these were the pioneers in personnel administration.

From the above information, it is readily seen that as late as
the early 1930's a great share of large businesses in America were not
very well advanced in knowledge and practice of what was later known
a8 personnel administration. Regional farmer cooperatives in America
likewise found themselves in a similar position in knowledge and
practice of scientific management as to personnel administration.

There are meny standard texts on the subject of personnel adminis-
tration in business and mary published and unpublished revorts on
gpecial aspects of personnel work. These are used by versonnel admin-
igtrators in business, government, and other circles to guide their
personrel programs. A lengthy listing is made in the bibliography of
the particular publications reviewed in connection with this study.

In addition to text books there are pamrhlets and articles
published by agenclies interested in personnel administration. A
listing is made in the bibliograrhy of most of these and the place
where they are avallable is stated.

All of these publications contain personnel administration
information of value but the problem in reglonal farmer cooperatives
has been to get the attention of farmer cooperative business leaders.

Bow this has been done is described in the following parsgraphs.

Sources of Information for Farmer Cooperatives
While farmer cooperatives had been resvonsible for many imzrove-

ments in connection with the marketing of farm products ard in



manufacturing and distribution operations of certain farm supplies,1
very little attention was paid to fnat phase of menagement which
deals with the efficient control of manpower",2 as Yoder briefly
defines personnel administration. What regional farmer cooperatives
have done and when is described in Chapter III of this thesis.

For personnel administration functions applicable for use in
regional farmer cooperatives, several organizations are active,
especlally in recent years, in bdbringing together in conferences and
in publications much informztion on this subject.

The first, and perhaps the most concerned with this, is the Amer-
ican Institute of Cooperation, Washington, D. C. Since 1925, its date
of incorporation, this organization has been holding yearly and other
conferences in which farmer cooperatives have been discussed from a
number of engles. It publishes a yearbook, "American Cooperation",
after each annual summer, week-long institute. The yearbook is a
collection of papers and reports gathered from the speakers, chairmen,
and others participating in the meetings of the conferences. ZEarliest
mention of a phase of versonnel administration was in the first year,
1925. In many of the yearly conferences the subject was not discussed.

In Appendix I there is listed a complete record of personnel subjects

1 Example fully described in Doc. #347, 67th Congress, 4th session,
Senate, Fertilizer Industry letter from acting chairman of Federal Trade
Commigssion, transmitting in response to Senate resolution of June 17,
1922, a report on Certain Phases of the Fertilizer Industry, March 3,
1923. Washington, D. C. U. S. Government Printing Office, 1923.

2 Dele Yoder, Personnel and lLabor Relations. New York: Prentice-
Hall, Inc., 1938. p. 2.

11



presented year by year from 1925 through 1950. It is apoarent from this
record that meetings of recent years have given increasing attention to
vhases of personnel work. It appears that thig is especially true since
1946. There were 16 talks, papers, and discussions during the last five
years, 1946-1950, contrasted to 13 presentations during the first twenty
years, 1925-1945.,

It 1s important to point out that at least seven times during the
conferences of the American Institute of Cooperation, the desirability
of college trailning for cooperative employees was mentioned. For
example, in the first conference in 1925, R. W. Balderston, secretary,
Inter-State Milk Producers Association, Philadelphia, discussed
"College Training for Cooperative Service", in which he said,

The cooperative marketing associations of the country
furnish employment formmny trained men and are looking
toward our agricul tural colleges to give these men a
foundation for their work.l

There were also at least eight instances in the conferences in
which cooperative leaders presented tralning orograms in cooperatives.
For example, J. A. McConnell, general manager, Cooperative Grange-
League Federation Exchange, Inc., Ithaca, New York, the largest farmer
purchasing cooperative in America, stated, "A good man's training is

never finished"z. in a discussion of adjustment of employee training

1 R. . Balderston. American Cooveration, American Institute of
Cooperation, Washington, D. C. Vol. I, 1925. p. 194

2 J. A. McConnell. American Cooperation, American Institute of
Cooperation, Washington, D. C. 1940. p. 265.

12



to changed world conditions in 1940. He further stated at that tinme,
"A great provortion of the training of cooverative emvloyees must be
done by regular employees who are sound in their thinking and in their
basic philosophy. "t

There are several instences of outstanding leaders in specialized
fields giving their views at the meetings. One noted in 1938 was Dick
Carlson, management consultant, who discussed “Training Personnel for
Purchasing Cooperatives". He stated, "The program in each organization
or association should be tallor made to fit its particular problems.“2
He further emphasized that the training of employees was an important
responsibility of management at all levels.

There are several employee relations types of presentations and
at one of these Dr. William A. Nielander, professor of Business
Administration, University of Texas, summarized his views with the
statement, Y"Cooperative management must be the pacesetter in good
employee relations as it 1s in its other activities."d

Some talks are highly technical such as the one by D. M. Braun,
training specialist, United States Devartment of Agriculture, on "Time

and Motion Study .llma.lysis".l+ However, he brought out an interesting

1 Loc. cit.

2 Richard Carlson. American Cooveration, American Institute of
Cooperation, Washington, D. C. 1938. p. 688.

3 Dr. William A. Nielander. American Cooperation, American
Institute of Cooveration, Washington, D. C. 1947. p. 213.

b D. M. Braun. American Cooperation, American Institute of
Cooperation, Washington, D. C. 1946. pp. 301-306.

13



description of scientific management study principles developed for
industry by Frank and Lillian Gilbreth, but which were adapted to
office work by William H. Leffingwell.

Practically every phase of personnel work has been discussed in
the above conferences, either by specialists in personnel work, or by
cooperative leaders telling of particular exveriences.

The National Council of Farmer Cooveratives, organized in 1929 in
Washington, D. C., had appointed in January 1946, a standing Labor-
Management committee. Since that time it has considered phases of
personnel administration in board and committee meetings at various
times, as well as in discussions and addresses at the annual meetings.

This organizatlon is primarily concerned with issues affecting
farmer cooperatives. Therefore, its program has emphasized the pre-
sentatioﬁ to government of the viewpoint of farmer cooperatives on
legislation affecting labor and management reletions of the farmer
cooperatives. It has in addition made the regional farmer cooperatives
aware of certain phases of personnel administration in its annual
programs. Study of the programs for the annual meetings of the
National Council of Farmer Cooperatives since 1946, reveals that
personnel administration received attention as recorded in Appendix II.

Another source of information on personnel administration for
farmer cooperatives is the United States Department of Agriculture,
Farm Credit Administration, Cooperative Research and Service Division,
in its various revorts and in its monthly news publication, "News For

Farmer Cooperatives". A search of the files indicates a growing



attention to personnel matters in newsworthy stories printed from
1935 to 1950. A list of these articles is recorded in Appendix III.

Feature articles in this publication were usually of substantial
length. In addition, short items on personnel work were rrinted here
and there in the publication. For the last eight years the number of
feature news articles averaged five per year, while for the first eight
years, the average was two and one half per year. In other words,
during the last half of the 1life of the publication, since 1943, the
number of news articles featuring personnel work has doubled.

As stated in its index, the subject matter in the "News For
Farmer Cooperatives" is chiefly concerned with the practical avpnlica-
tion of cooperative principles and with the develovment of the most
effective operating vrocedures by agricultural cooveratives. In
keeping with this objective, a large share of the articles feature
success storles and how cooperatives do things. There is also a balance
of information by reports of Farm Credit studies and of work of spe-
cialists in various flelds including personnel administration,

Examples of stories on how cooperatives do things is the short
untitled report in the December 1936 issue about the Producers Dairy
Company, Brockton, Massachusetts, stressing good employee relations
through 1) up to date equipment, 2) uniforms for employees, and
3) employee bonuses in the form of debentures.l

Another example is the article, "Setting The Pace In Human

Relations", by D. E. Hirsch, agricultural economist of the Farm Credit

1 Yews For Farmer Cooperatives.(December 1936), p. 10




Administration, in February 1950.1 This describes the highlights of
personnel work of The Golden Guernsey Dairy Cooperative, Milwaukee,
Wisconsin, stressing a well balanced progran.

There were at least nine such employee relations stories in the
magazine during the sixteen year period, 1935-1950.

Training of employees as a single function received perhaps the
most attention with 22 articles during the veriod 1935-1950. An
example Is the story of cooperation between the University of Missouri
snd the Missourl Farmers Associatlon in which is described the work of
a one weekx employees' school of information arranged by Dr. H. H. Haeg
of the University, and J. Silvey of the cooperative.2

Special studies and reports gathered together by Farm Credit
Administration staff members, keevs cooveratives informed of current
developments from time to time. In May 1947, for example, four coopera-
tive leaders reported on current employee problems and how they handled
personnel matters.3

Another general exchange of ideas is that by A. W. McKay, principal
economlst, Farm Credit Administration, in which he discusses generally
sound employee relationships as he sees them. He stresses 1) selection,
2) pay, 3) working conditions, 4) training, and 5) security, and gives

illustrations from various cooperative organizations.u

1 p, E. Hirsch. Setting The Pace In Human Relations. News For
Farmer Cooperatives. (February 1950), p. 7.

2 Missouri Farmers! Association Employees School. News For
Farmer Cooperatives. (June 1941), p.13.

3 Employees Can Lay Bricks Or Build Cathedrals. News For Farmer
Cooperatives. (May 1947), p.10.

b A. W. McEKay. Co-ops And Their Employees. Xews For Farmer
Cooperatives. (June 1939), pp. 5-6.




A preliminary report in October 1941 on a survey of 32 marketing
and ten purchasing cooperatives by R. G. Beers, personnel management
advisor, Farm Credit Administration, tells of personnel problems as
of that date.l

Some of the most interesting and penetrating writings observing
farmer cooperative personnel practices were done by W. O. Riddle,
manager, Business Service Association, Des Moines, Iowa, in a series
of three articles in October, November, and December 1938. He covers
selecting, discharging, and training respectively, and has the
following to say: "The viewpoint of most leaders in the cooperative
movement is that unsatisfactory employees are too often, or too long,
retained."z He analyzes five reasons for discharging employees. In
another article he likens selection of employees to choosing baseball
players for a team in which he points out that the object is to get
the best player at each position.3 On training he says the followlng:

No military leader would think of risking battle with un-
trained recruits if it could be avoided. Cooperative

leaders, on the other hand, frequently risk their entire

program upon the use of inexperienced and untrained men.u

1 g, G. Beers. Other Co-ops Have Problems Too. Newsg For Farmer
Cooperatives. (October 1941), p. 29.

2 W. 0. Riddle. Discharging Employees. News For Farmer Coopera-
tives. (November 1938), p. 7.

3 W. O. Riddle. Selecting Employees. News For Farmer Coopera-
tives. (October 1938), p. 3.

b W. O. Riddle. Training Employees. News For Farmer Cooperatives.
(December 1938), p. 11.
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He discusses fully the methods of training and handling employees and
makes an observation of the extent of failure of cooperative managers
due to failure to observe the common rules,

From time to time the status of cooperative business and its
phases of management are commented upon by officials of the Farm Credit
Administration in the magazine. Such is the comment in January 1950 by
Harold Hedges, chief, Cooperative Research and Service Division, Farm
Credit Administration, in which he says, "Employee relationships also
need considerably more attention in cooveratives. Some organizations
are doing good Jjobs along this line, others neglecting them entirely."1

A look at the listing iq "Publications on Agricultural Cooperation®,
Circular A-23, August 1950, shows that in its published materials, the
emphasis of the Farm Credit Administration work is vrimarily on commodity
and operating problems. There are 37 general publications listed, three
of which deal with management or personnel administration, with one of
these being the "News For Farmer Cooveratives™., The total of other
publications listed by this agency is 25 on credit and 116 on commodity,
purchasing, processing, service and other cooperative subjects. Of this
total, one is on labor-management relations. ZExcluding the monthly
magazine, the total of publications found dealing with personnel work
of various kinds, therefore, is three. The several special Farm Credit
reports and bulletins concerning cooperatives and vhases of personnel

work are listed in the bibliogravhy of this study.

1 Barold Hedges. Redesigning Underway In '49. News For Farmer
Cooveratives. (January 1950), p. 8.
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The Cooverative League of the U. S. A., Chicago, has held various
versonnel management conferences and workshoos to which some regional
and local farmer cooperatives have sent representatives. ZEspecially
since 1944 has this organization soonsored intermittent conferences
emphasizing personnel and management relations information.

The contributors to the publications and conferences of the above
groups have been participating in each others programs and are drawn
from people employed by the Farm Credit Administration, land grant and
other colleges, and farmer cooperatives, as well as from other leaders
in specialized fields.

A review of the above literature and information indicates the
significance of these sources for knowledge about farmer cooperatives

and thelr management, including personnel administration.

Description of Regional Farmer Cooperztive Activities

Regional farmer cooperative associations are found in all parts
of the United States and Canada. The earliest marketing organization
that was formed in the 1870's or 1880's and which has continued up to
the present date, is the Czliforrnia Fruit Growers Exchange. 1Its
affiliate, Fruit Growers Supply Comvany, was formed in 1907 and is
the oldest regional farm supvly cooperstive. In 1950 there were
about one hundred regional farmer cooveratives in the United States
and about twenty in Canada.

In Table 1 facts and figures are presented to show the size in
dollar business volume and in numbers of permanent employees of the

reglonal farmer cooveratives vparticirvating in this study. ZFrom the

table 1t 1s apparent tnet regional farmer cooverztives are substantial
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business organizations and as such, in need of definite personnel
policies and administrative procedures.

Regional farm cooperatives in most cases are complicated organi-
zations structurslly due to the variety of activities carried on.
Inter-relationship with subsidiary and affiliated companies, and in a
number of cases with general farm organizations, malkes personnel
management more of a service staff or clearing house function than
ordinerily in business.

Generally, the more simplified in functlon and structure, the
greater the tendency to hsve the personnel office function in a line
capaclity as well as a staff capaclty. In a meeting of cooperative
personnel staff members in 1946, a statement endorsing the preference
for the staff type of relatlionship was made as a function in keeving
with best personnel policy and service 1n regional cooperativee.1

The experience of the early reglonal cooperative businecs
leaders was in a variety of activities, many of which were not large
scale business enterprises. From personal sketches in numerous publi-
cations, a typical regionsl farmer cooperative leader had a successful
farming background, or had agricultural college faculty exrerience, or
had a federal government job in one of the agencies serving sgriculture.
The result was an organizational structure in which personnel adminis-
tration was part of general management functions. Although some of the
regional farmer cooperatives grew to be large businesses in a relatively

short time, the personnel functions were not indevendently recognized

1l y. Victor Bielinski. American Cooveration. American Institute
of Coopersation, Washington, D. C. 1946. p. 299.




until considerably later in practically all organizations as indicated
on the first page of Chapter III.

In the growth and development of regional farmer cooperatives, the
organizational structure vatterns and methods of overations were found
to be greatly varied as described esvecially in the numerous publica-
tions and reports cited in the bibliography of this thesis, and as
noted in various annual reports, house organs, talks and letters.
However, there are several general comments about regilonal coopera-
tives that should be repeated.

Regional farmer cooperatives operate in several ways. One method
is in the centrallized type in which one organization orerates over a
wide area with central hezdquarters, brancnes, warehouses, and other
units to serve the farmers. Another tyve is in the federated system
in which a regional cooverative has only a headguarters snd overates
through local coovperatives only. Then there are some organizations
which have combined the two tyoes of set-up and overate in both
manners.

Geogravhically most of the reglonal cooperatives cover sn area —_
generally agreed uvon as a large territory. Included in the terri-
tories are large areas of one state, an entire state, several states,
and in some cases more than a half dozen states.

Regnrdless of thelr organizational structure and geogranhicel b//(
area, regional farmer cooveratives are found to exist to serve local
farmer cooreratives and farmers. In some cases the farmers are served
by dealers or agents franchised by the reglonal in certain areas.

Reglonal cooveratives serve local coouveratives by acting ss a

wholesale purchasing egency or marketing agency, end in many cases,



serve as both. 1In addition, many reglonal cooreratives, eitner by
themselves or with other regional cooperatives, own and opverate
large manufacturing entervrises. In some cases manufacturing
cooperatives are organized to do business on a national or inter-
national scale. Local cooperatives are found to be member stock-
holders in the federated regionsls. In this way local cooverztives
in the various areas become co-owners of the regional cooperatives.

Probavly the most comulete general descriction of the types and
activities of local farmer cooreratives and trelr relationshio to
reglional and nstional farmer cooverative organizetions is found in
Farm Credit Bulletin 54 by Fetrow end Ellsworth.l

There are four cerlodés in the historical development of farmer
cooperatives, according to Fetrow and Illsworth. They are: 1) first
perlod from 1810 to 1870 when only local cooperatives were formed,
especially in New Ingland; 2) second veriod in the 1870's and 1820's
stimulated by the Grznge organizetion with 2 few organizations going
beyond the scove of local activities; 3) third veriod from 1830 to
1920 when cooperstives of state, regional and national scove tecame
a part of the economic system tarough enatling legislatlon; and
4) fourth perlod of tae 1920's and the 1930's when the phrase
"orderly marketing" became ponular among the larger marketing cooper-
etives and when the Form Bureau organizatlion, witn its support for

larger vurchssing and other tyvee of cooveratives, came into bteing.

1 W. W. Fetrow end R. H. Ellsworth. Azricultural Cooverstion in
the Urited States. Washington, D. C. United States Devartment of
Agriculture, Farm Credit Administration, Anril 1547. 209 po.




In Canada the impetus came from educationel institutions and organized
farmers with some governmental ascistance.

Most of the farmer cooperatives in America have passed tarough
these last two perlods especially, and today have adopted as a
commonly understood definition, the following:

An agricultural cooperative association is a business
organization, usually incorporated, owned and controlled
by member agricultural producers, which operates for the
mutual benefit of its members or stockholders, as producers
or patrons, on a cost basis after allowing for expenses of
operation and maintenance and other authorized deductions
for expansion and necessary reserves.l

Fundamental principles accepted by all farmer cooveratives generally
are defined by Fetrow as 1) democratic control by members, 2) payment
for capital limited to a conservative rate, and 3) sharing the benefits
and savings of cooperation in direct proportion to the patronage of
each member.2 These principles are verhaps more simplified than those
promoted by other authors or agencies, but are understood clearly
because of their simplicity.

Many regional cooperatives, due to their structure, size, and
scope of operations, have been confronted with meny problems as the
years pass. The problem of proper personnel administration is one.
Just as the fundamental principles of farmer cooperative organization

need to be followed up by intensive appvlication to a complicated scope

of business activities including finance, credit, manufacturing,

11, s. Hulbert. Legal Phases of Cooperative Associations.
United States Department of Agriculture, Farm Credit Administration,
Cooperative Research and Service Division, Washington, D. C.
Bulletin 50, 1942. p. 1

Zw. W. Fetrow. Three Princivles of Agricultural Cooperation.
United States Department of Agriculture, Farm Credit Administration,
Cooperative Research and Service Division, Washington, D. C.
Circular E-24, 1940. p. 1



distribution, etc., so do the fundamentals of personnel masnagement
defined as "efficient control of manpower" by Yoder,1 need to be
followed by intensive aprlication to a variety of sound personnel
procedures to be effective.

To summarize, regional farmer cooreratives are big businesses
and as such are affected by and are in need of increasing attention
to personnel administration. $ize, perhaps alone and apart from any
other factor, forces business in America to become conscious of the
development of personnel administration as a branch of activities

of scientific managenent.

1 Dale Yoder. Personnel and Labor Relations. New York:
Prentice-Hall, Inc., 1938. p. 2.




CHAPTZR III DEVELOPMENT OF PERSON.EL ADMINISTRATION
IN REGIONAL FARMER COOPERATIVES
In this chapter there is discussed the actual chronological
development of personnel offices in regional farmer cooneratives, and
also the handling of personnel functions orior to the creation of the
rersonnel offices. There is also vresented the designation by title
of the person in charge of the versonnel function, and the individual

to whom he is responsible.

Development of Personnel Offices

Personnel administration of sufficient stature to receive designa-
tion as such in reglonanl farmer cooperative business associations, is
of recent origin. The earliest date found in this study indicating a
separate staff to handle personnel work on a comrany-wide basis in a
regional cooperative was July 1, 1941. 1In this year Cooperative
Grange League Federation Exchange, Inc., Ithaca, New York, set up a
personnel devartment headed by a Director of Employee Relations. The
survey further showed the following develorment of personnel offices
in regional cooperatives:

Farm Bureau Cooperative Association, Inc., Columdbus,
Ohio, April 1942

Consumers Cooverative Association, Kansas City, Missouri,

May 1942

Midland Cooperative Wnholesale, Minneapolls, Minnesota,
January 1943



Pennsylvania Farm Bureau Cooperative Association,
Harrisburg, Pennsylvania, June 1943.*

Farm Bureau Services, Inc., Lansing, Michigan, July 1944+

Indiana Ferm Bureau Cooperative Association, Indianavolis,
Indiana, 1945*

Southern States Cooperative, Inc., Richmond, Virginia, 1946
Illinois Farm Suprly Company, Chicago, Illinois, 1946*
Central Cooperative Wholesale, Superior, Wisconsin, 1946

Poul try Producers of Central California, San Francisco,
California, 1946

Dairymen's League Cooperative Association, Inc., New York
City, 1947

Saskatchewan Federated Cooperatives, Ltd., Saskatoon,

Farm Bureau Service Company of Missouri, Inc., Jefferson
City, Missouri, 1G47*

Pacific Supply Cooperative, Walla Walla, Washington, 1948
Consolidated Badger Cooperative, Shawano, Wisconsin, 1948
Wisconsin Cooperative Farm Supply, Madison, Wisconsin, 1948*
United Cooperatives of Ontario, Toronto, Cenada, 1948
Manitoba Cooperative Wholesale, Ltd., Winniveg, Canada, 194G
Iowa Farm Service Company, Des Moines, Iowa, 1949*

Arkansas Farmers Supply, Little Rock, Arkansas, 1950

The atove status of personnel administration in 1950 was compared
to the status that existed in 1940, the year when first bonafide, wide-

scale opverations type of personnel office was brought into existence.

* Indicetes personnel office responsibility in cooperation with

Farm Bureau federation and affiliates of the resvective states.

~r



In the report in which marketing cooperatives primarily were surveyed,
by Beers in 1941, the following statement was made:
Unlike many other successful business organizations of
comparable size, not one of these cooperatives hes a key
executive whose primary resvoneibility is to serve as
the general manager's assistant in charge of coordinesting
personnel management poliecies.

It is clearly evident that considerable progress was made in the ten

years since 1940,

Personnel Administration Prior to Creation of Personnel Office

There was split responsibility for personnel administration prior
to the present personnel offices. The various assocliations were asked
to indicate where the various phases of personnel work were hendled
prior to creation of the present personnel office responsibility.

In general, recruiting, selecting, hiring, and paylng employees
were handled by major department and division heads. In almost all
cases final approvals and decisions were made only after consultation
with the general management.

Policy and practice interpretations on vacation, sick leave,
employee activities and organizations were closely supervised by the
general management and by the mejor division or department heads.

Detailed matters such as grouv insurance, health-hosvital-medical-
surgical insurance, injury and compensatiosn reports, and retirement
plan were usually delegated to offices such as payroll, accounting,

insurance, and legal.

1 R. G. Beers. Personnel Management in Farmers' Cooperatives.
United States Devartment of Agriculture, Farm Credit Administration,
Washington, D. C. May 1941. pp. 34-35.



Table 2 indicates details of adninistrative location of responsi-
bility for personnel functions prior to the creation of present

personnel offices.

Present Administration of Personnel Functions

Many of the companies still find it more convenient to handle some
personnel functions in offices other than the personnel office. In the
companies with regularly established versonnel offlces now, these
functions are cleared or recorded in the personnel office though handled
in detail in some other office. The offices listed in Table 2 still
contlnue with a few exceptions.

The personnel functions requiring handling of detailed revorts
such as needed for injuries, unemployment and workmen's compensation,
are usually taken care of by the accounting, payroll, or other office
custonarily engaged in detailed record work., Similarly, where payroll
and accounting procedures involve employee deductlons and employee
contributions, the detalls are handled in some associations by the
payroll and treasurer's offices.

The fdllowing is a listing indicating the various personnel
functions which are handled by some office other than the personnel
office at the time of.the study, end the number of cooperatives in

which the respective functions are so handled:

Personnel Function Number of Cooperatives
1. Recrulting and selecting 2, 4 others in part only
2, Training and information 2, 2 others in part only
3. Policy interpretation 3, 1 other in part only

4, Group insurance 6
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Personnel Function Number of Cooperatives

5. Retirement plan L
6. Hospital-medical=-surgical 9
7. Injury reports 1
8. Unemployment compensation 8
9. Workmen's compensation 2
10. Employee activities 2
11. ZEmployee organizations 10
12. Length of service awards 13

In only six comvanies is there a complete handling of all personnel
functions by the presently established personnel office. In nine com-
panies these matters are handled by the general manager's office or by
a first line assistant, Therefore, the information given in Table 2
and in the above listing applies to the remaining eizhteen cooperatives

of the 33 participating in the study.

Designation of Personnel Responsibilities and Titles Used
Responsibilities and job titles are designated in 33 associations
in two general groupings. The first group of 19 companies has respon-
sibllities of personnel administration organized into a department
including a person with a title clearly indicating this resvonsibility

as follows:

Job Title Used No. of Cooverstives
Personnel Director 8
Personnel Manager I

Personnel Officer 1



Job Title Used No. of Cooperatives

Manager of Industrial Relations 1l
Director of Personnel and Public Relations 1
Office Manager and Director of Personnel 1
Office Manager 1
Office Manager and Comptroller 1l
Office Manager and Assistant Secretary-Treasurer 1

It is noted that 16 organizations in the above group use a wording
to emphasize and include personnel administration. In three organiza-
tions the emphasis is on the office and departmental administration Jjob.

The second group of 14 organizations handles personnel work either
by the office of the general manager, by his assistant, or by a major

division head as follows:

Title of Person in Charge No, of Cooperatives
General Manager 5
Asslistant General Manager 2
Assistant Treasurer 2
Assistant Treasurer and Office Manager 1l
Secretary 1
Comptroller and Office Manager 1
Assistant to General Manager 1
Production Manager 1
General Branch Manager 1l

Division Manager ' 1



Two of the above 14 have clerical emvloyees in an office commonly
known as the rersonnel office or department, but these pveople are super-
vised by a major division head whose main job is concerned with work
other than personnel work,

Three of the above 14 were studyinz the need and desirability of
a personnel office at the time of this survey. In one case a versonnel
budget was set uo for a veriod of one year in 1947, but was not renewed.
In another case a versonnel policy committee to study employee relations
was announced at the last annual meeting and in the annual report. The
third cooperative said that management was studying the need for a

sevarate personnel office.

Accountablility

Accountability of the personnel office as such, or the office
handling personnel functions, in 22 associations is to the executive
management of the company. In three otaer companies the personnel
office reports to a board of directors! executive, or a management
comnittee. In five associations the general manager's office itself
performs the personnel administrative function.

It 1s significant that in only three associations does personnel
administration receive attention lower than two steos from the executive

management of the cormpany.



CHAPTER IV RECRUITING AND SELECTION TECHNIQUES

In this chapter there is presented a variety of personnel pro-
cedures used for recruiting and selecting employees. Only two
companies out of the 33 participating did not answer the section of
the questionnaire dealing with this topic. It is assumed that these
two firms used at least part of the methods commonly used to get
peovle for jobs.

Special attention 1s given to the methods used in interviewing
people and the various other techniques of screening out the less
suitable from the more suitable apolicants.

The basis for final selection by the reglonal cooperative of
certain people over other applicants is indicated. In addition, some
information on the "selling points" used by cooveratives to convince
desirable applicants to accept employment is given in this part of the

thesis.

Recruiting Employees
Present and former employees and friends were mentioned by 19
cooperatives és a highly potent source of all tyoves of prospective
employees. One cooperative awards cash prizes to current emvloyees
who recruit prospects later hired by the company.
Advanced and specialized institutions of learning, such as
business colleges, universities, land grant and other colleges are

used by 21 cooperatives as highly rated sources for such administrative

Jobs as fieldmen and office staff, and also for executive positions such



as local managers, department managers, office supervisors, district
managers, and trainees for these and similer positions.

High school and business school graduates are preferred by 17
cooneratives for clerical positions requiring bookkeeping, tyning,
stenography, and other similar jobs. These sources are indicated as
good for these Jjobs.

Newspaper advertisements are used by 17 organizations for special
purposes and at special perlods for the jobs in warehousing and process-
ing activities and especially for seasonal and emergency periods. Thais
gource is regarded as good but for limited use.

Employment agencies, both government and vrivate, are used by 22
cooperatives primarily for labor for plants and warehouses and also
for offices. Six of these 22 note that this source is not as good as
other sources for the same Jjobs, but the other 16 companies rate this
a good source especially for certain areas and in seasonal veriods.

Rural agencies, including all tyves of local, state, and federal
government units, and rural area businesses, including local coopera-
tives, are used by nine regionals as a source for employees. These
are rated as excellent sources for experienced people for field end
administrative jobs.

Labor unions are used for recruiting processing plant personnel
by three cooperatives. This arrangement is a detail of the labor

union contracts in effect at the resvective plants.

Screening Practices

Obviously not all apolicants can be hired and regional cooperatives

were asked how they screened more suitable applicants from the less



suit;ble. All indicated that either of three methods is used with
satisfactory results. The first method includes checking over the
written aprplication to determine factual information. Only three
cooperatives did not mention the use of a written avplication blank,
Two companies use a preliminary short application in addition to a
regular type. A brief reading of the application by a personnel staff
employee determines quickly whether by age, education, training, and
exverience the applicant warrants consideration for a job.

The second method is the short screen interview in which attitude,
language, habits, and other personality factors are brought out. As the
name implies, this type of interview separates, through procedures in a
somewhat routine manner, the less suitable apolicants from the more
suitable ones. Brief as it may te, this type of interview when handled
by personnel people familiar with it, determines general sultability or
non-suitability. In 13 organizations two or more such screen interviews
are held. In 18, only one screen interview is used to arrive at a
decision of suitability for further consideration. Two organizations
did not indicate the use of a screen interview.

The third method used is the checking of references given by the
apvlicant. ZEight cooperatives did not indicate that they use this
method, while 25 stated that this is a regular and an important part
of their selection procedur;.

Table 3 records in detail the various methods used by the regional
cooperatives to screen out the less sultable from the more sultable

apvlicants.
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Of the reglonal cooperatives thzt use a written application blank
to secure basic information about apvlicants, several mentioned the
use of an enlarged avplication form designed by personnel consultants
to assist in securing information and evaluating it. A large file of
spplicants is kept by all of the cooperatives - at least large enough
in the ovinion of their staffs. One cooverative, for example, mentioned
that 1t keeps a2 current file of over six hundred applicants. Others
mentioned that a file of some size and of up-to-date character is a
necessary part of thelr versonnel system.

The following factors on the apvclication blank are listed by the
number of cooveratives indicated, as determining immediate guelification

or disqualification for further consideration:

Employment Factor Yo. of Cooperatives
Age of applicant 2
Treining and/or experience 14
Ability and/or knowledge 21
Condition of health 3

In the other cooveratives there is no definite policy or routine
procedure at this step to eliminate the applicant on the basis of the
above.

The following indicates the extent to which the screen type of
interviews 1s in use:

18 cooperatives use only one screen interview..

2 cooperatives use one to two screen interviews regularly,
depending on circumstances.

1 cooperative uses more than one screen interview.

L1



9 cooperatives use two screen interviews regularly.
1 cooperative has & syctem of three screen interviews regularly.
The summary below indicates the extent of the use of screening
practices by regional cooperztives:
30 cooperatives use a regular written avnlication form.
Of these, three use in addition a short preliminary
application blank. Only three companies gave no

indication of use of a written application form.

12 cooperatives use medical examinations to weed out
possibly unsuited employees.

15 cooperatives use tests of srtitude, ability,

personality, etc., to determine suitability. One
of these uses an outside agency to do the testing,
while the other fourteen do thelr own testing.

6 cooperatives, although not regular users of tests,
did comment favorably as to the value of tests as
part of the selection procedure.

In addition to the data in Table 3, four organizations stated they

use a definite probationary or tryout perlod as a method of screening

out poorer prospects.

Selection of Employees

The variety of answers received to the quection of final selection
of employees is summarized below and in Table 4. Of the 33 cooperatives
studied, twenty-nine answered this question.

One group of answers indicates that the employees! records of per-
formance &re the most widely used as guides in selection of people.
These include the ability to do the job at hand, previous training and
experience, together with basic attributes such as honesty, stadility,

and morality.

u2



TABLE 4

FACTORS USED AS GUIDES TO SELECTION OF ZMPLIOYEES BY
REGIONAL FARMER COOPZRATIVZS

Number of
General Description Cooveratives
of Stressing Use
Section Fezctor of Factor
Basic stability, honesty, morality, etc. 14
Record of performance indicating
ambition, willingneses, capvacity
for hard work, etc. 18
Ability to handle job at hand 14
Previous training and experience 14
Personality 13
Ability to get along with people 10
Promotability L
Attitude 3
Knowledge L
Age 3
Heelth 3
Interest in cooperatives L
"Balanced" set of factors 4




Closely grouped behind these are the factors of versonality and
the ability to get along with preople. Other guides that are used in
a smaller group of companies include promotability, attitude, knowl-
edge, age, health, and interest in cooperatives.

It is significant that interest in cooperatives is highly stressed
in only four places, while four other companies stated that a "balanced"
set of guides or a composite picture of the employee's record, ability,
personality, etc., is emphasized for selection.

In addition to the statement made by the four using a '"balanced"
set of factors, a review of the factors being used as guides by the
respective organizations shows that:

1 coorerative uses eight guides

3 cooperatlves use six guides

6 cooperatives use five guides

4 cooperatives use four guides

7 cooveratives use three guides

L4 cooperatives use two guides

1 cooperative uses only one guide
7 cooperatives did not answer

From the atove it is apparent that except for one instance, more than

one factor influences the selection of employees.

Hiring of Employees
In only three cooperatives does the personnel office actually hire
and place people on the job. In fifteen cooperaztives the personnel

office recommends and assists in hiring, but the department supervisor



concerned actuslly made the decision to hire emrloyees. In eight
cooperatives the decision to hire is entirely made by the devartment
supervisor. In seven cooperatives which did not have a personnel office,
the hiring decision is either made by the general manzger, or was

subject to his apovroval,

Convincing Applicants to Accept Cooperative Employment

The cooperatives questioned were asked to rate what they used as
"selling points" to convince suigable applicants to accept employment
with thelr organization. Of the 33 cooperatives particivating, twenty-
eight answered this question as shown in Table 5. Flive companies did
not answer. It is significant that the factors that were rated the
highest were working conditions, opportunity, and treatment of peovle
as individuals.

It is also significant that the lowest rated factors included
training programs, the fact that the organization was a cooperative
type of business, and the location of the vlace of employment.

Factors somewhat closer to the middle, or of some value in the
consideration of apvlicants in taking emcloyment with cooreratives,
included pay, interesting work, prestige, 2nd security.

Fuller detail of how each factor rated as a selling point to
convince applicants to accevt employment with cooveratives is shown
in Taeble 5.

In this chepter 1t is significant to note that the regional coorera-
tives realize that a large variety of methods and techniques are needed
in recruiting and selecting employees. It is also noteworthy that the
cooperatives agree substantially on the important factors which are

used as guldes in the selectlon of employees.
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CHAPTER V EMPLOYMENT POLICIES A¥D PRACTICES

The reglonal farmer cooperatives were asked about the various
factors that make up the pay of the employees in one way or another.
The answers‘to these questions are given in Chapter V and include
Job class, pay rate ranges, overtime pay, bonuses, commissions, and
special awards. The scope of these various monetary factors 1is
presented showing what employee groups are included. How many of the
cooperatives use the various plans 1nvolved in pay, 1s also shown.

In addition, the policies pertaining to vacations, sick leave,

holidays, and other time off from work are also described.

Job Classes
For wage Jobs, twenty-three of the 33 coopneratives have a job class
and description of duties system for part or all of the employees so
classified. The scope of wage Jjobs covered by a classification system

in these 23 cooveratives is indicated by the following:

Number of
Scove Co-ops
All wage Jobs 16
Mill arnd manufacturing jobs only 3
Office Jjobs only 2
Some Jjobs only 2

47



Tre other ten cooperatives having no classification system for wage

jobs are grouped to indicate their present status on this feature as

follows:
Number of
Status Co-0Ts
Job clascification now under study 2
No system in effect 7
No answer 1

For salary Jjobs, 14 cooperatives have a job classification system
for 211 or part of the employees so classified. Tuescope of job classes

for salaried Jjobs is as follows:

Number of
Scope Co-ops
All salary Jobs 12
Limited number of salary Jjobs 1l
Some salary jobs 1l

The other 19 cooperatives having no Job classification gystem for
selary Jjobs are groured to indicate their present status on this feature

as follows:

Number of
Status Co-0vS8
Job classification now under study 1l
No system in effect 17
No answer 1

Pay Rnte Ranges
For wage Jjobs, 22 cooperatives have a pay rate range system in

effect for all or part of the employees so classified. The scope of



wage Jjobs covered by rate ranges in these 22 coorerztives is as follows:

Xumber of
Scope Co-ops
A1l wage Jjobs | 16
Office Jjobs only 3
Mill and manufacturing Jjobs only 2
Some wage Jjobs 1

The other 11 cooperatives that indicated no rate range plan in

effect are grouped to indicate their vresent status as follows:

Number of
Status Co-0Ds
Rate range study now under way 1
No rate range vplan in effect 9
No answer 1

For salary Jobs, 15 cooveratives have a pay rate renge system in
effect for all or part of the jobs so classified. Tne following is the

summary of the scope of the plans in operation:

KNumber of
Scope Co—-ors
All salary jobs 14
Junior salary Jobs 1

For the other 18 cooperatives with no salary ranges in effect, the

present status is indicated by the following:

Yumber of
Status Co~ors
Rate ranges for salaried Jjots
now under study 2
No rate ranges on salary Jjobs
in effect 15
No answer 1

Lo



Overtime Pay
All except four of the 33 cooperatives studied pay overtime at one
and one half times the regular rate for all hours worked over foriy hours
per week as reguired by the federal regulations. The four which do not
pay overtime have certain activities which are exempt from the overtime
prenium payment. Three of the 29 vaying overtime vremium payment, also
pay double time for holldays worked, which in one case also includes the

seventh consecutive day worked by any employee.

Bonus
Eighteen of the 23 cooveratives pay a bonus of some type to all or
part of the employee staff. Following 1s a descriction of the employees

inciuded in the plans and the number of cooperatives using the several

methods:

Number of
Employees Included Co~ops
All employees 7 (a)
Local managers 6 (a)
Production workers b (v)
Salary employees 2 (v)
Belng tried out in two small

groups of employees 1

(a) One cooperative pdys bonus to all employees
except local managers on one basis; local
managers are included in the second group
on another basis.

(b) One cooperative vays bonus to salary employees
on one basis and to vroductlon emdployees on
another basis,

Fourteen cooveratives pay no bonus as such and one cooverative did

not answer the question.
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Comnisgsions
Of the 33 regional cooveratives particirating, twenty-four do not
pay any comnissions of any kind to employees. Two cooperatives did not
answer the question. The seven cooperatives paying commissions make

use of the commission system as follows:

Number of

Employees Included _Co-ops
Generally to all sales people L
Petroleum employees only 1
Petroleum and farm equioment 1
"A few times! 1

In only three companies are both the bonus and commission systems

used.

Special Awards
Twelve cooveratives use svecial awards of cash, merchandise and
trips for business and pleasure as special incentives at varlous times.
Twenty cooperatives stated they use no special awards of any kind. One
cooperative did not answer this guestion.
The twelve cooperatives that use special awards were further
studied and the use of various kinds of special awards is as follows:
"Casi awards used 1 cooverative
"Some" special awards used 2 cooperatives
Speclal awards of all kinds used 9 cooperatives
Of the twelve using awards of this type, three mentioned the use of
awards in the form of trips to cooperatively owned factories, or to
sources of supply. Two mentioned the use of pleasure trivs as awards to

commodity sales contest winners.



Vacation Plans
Only two out of the 33 regional farmer cooperatives heve no formal
policy on grants of an annual vacation with pay to emvloyees. Of the
31 vacation plans in effect, 29 have a basic two weeks vacation, one
has a one week vacation, and one has a three week vacation. The plans
vary in the length of time an employee must work before he is eligible
for the vacation. The variety of plans is divided into several general
groupings.
The first group includes 22 cooveratives which allow a two week
annual vacation and no more, and is summarized as follows:
8 cooperatives allow one week after six months service.
1 cooperative allows two weeks after six months service.

13 cooperatives allow two weeks only after the first
full year of service.

The second group includes three cooperatives which grant two weeks
after a period longer than one year as follows:
2 cooperatives allow one week after one year of
service and two weeks after three years of
service.
1 cooperative allows one week after one year of
service and two weeks after five years of
service.
There was only one cooperative which limits annual vacations to
only one week annually. One otaer cooperative allows three weeks

\

vacation annuzlly.
There were two cooperatives which vary grants of vacation to

different classes of employees. One cooperative requires one year of



service for executive employees, two years of service for office employees,
end three years of service for plant employees before the respective grouvs
of employees are eligible for two weeks annual vacation. Another coopera-
tive 1imits the vacation of two weeks annually to salary employees only.
Six cooperatives out of the 22 in the first group mentioned above,
recognize length of service by additional vacation. TFour of these six
allow three weeks vacation after ten years of employment. One of these
four allows two extra days over regular two weeks for service of from
five to ten years. Two cooveratives allow three weeks of vacation after

fifteen years of service.

Sick Leave Policies

Nine cooperatives indicated that no formal policy exists in the
granting of sick leave or absence with pay from work due to illness or
injury of employee. However, such absence is allowed at the discretion
of the management, or depending on the circumstances, or depending on
the length of service for the individual employee. This tyre of policy
epplies to illness and injury wnich did not occur in the course of
employment. All of the cooveratives are subject to state laws requiring
them to carry insurance for comrensation for time lost due to injury and
illness to employees in the course of their employment.

The range of time in the remaining 24 cooperatives which grant sick
leave, is from a minimum of a flat five days per year, to a maximum of
24 weeks. Tne variety of periods and the conditions under which sick
leave is allowed are grouped generally into two types of plans. One is

the accumulative sick leave plan and the other is the non-cumulatlve rlan.



Accumilative sick leave plans. Sixteen of the cooveratives allow

sick leave to accumulate so that 1f unused in one year, it can be added
to subseguent years., The result is a tyve of sick leave credit or
account against which an employee can draw for actual illness or injury.
Four cooreratives stated no limit as to amount of sick leave allowed to
accumulate; one of these pays cash for unused sick leave at retirement.
Twelve cooperatives have limits to the amount of sick leave allowed
to accumulate to the credit of an employee. The range of time allowed
to accumulate is from a minimum of two weeks to a maximum of approximate-

ly half a year. The plans of the twelve companies spread out as follows:

Number of
Maximum Time Allowed Co-ops
Up to two weeks-this cooverative pays 1
cash annually for all time accumu-
lated over two weeks
Up to two weeks for non-salary employees 1
and up to four weeks for salary
employees
Up to thirty days 2
Up to forty days 1
Up to six weeks 1
Up to sixty days 2
Uo to three months 1
Up to 108 days 1
Up to 24 weeks 1
Uo to 180 days 1

From the sbove figures it is seen that actually ten comoanies allow
up to thirty days sick leave on an accumulative basis, while four

companies allow up to three months time on this basis.
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Non~cumulative sicik leave plans. ZEight cooperatives use the non-

cumulative type of annual allowance for sick leave. Tnese eight use

the following systems:

Number of

Time Allowed _Co=-ops
Five days per year 1
Six days per year 1l
One week per year 2
Ten days per year 1
Twelve days ver year 1
Two weeks ver year 2

Paid Holidays
Holidays which are observed by the regional cooperatives and for
which vay is given to employees, vary in number from a minimum of one
and one half days per year to a maximum of nine days. The spread among

thirty out of the 33 cooperatives particivating is as follows:

Number of Holidays Number of Co-ops
11/2 1
3
5 2
6 17
7 1
8 2
9 L
8 to office emrloyees 1l
and 7 to plant employees
7 to office employees 1
and 3 to processing and

warehouse employees



The four cooperatives allowing nine days are all located in Canada.
They observe some British and Canadian holidays in addition to holidays
customarily observed in the United States.

The six most generally observed paid holidays are New Years Day,
Memorial Day, Independence Day, Labor Day, Thanksgiving, and Christmas.

Three cooperatives did not state their volicy on holidays.

Time Off With Fay
Seventeen cooperatives out of the 33 participating have a policy of
allowing time off to employees with pay for a variety of reasons, such
as death in the family, need of medical or dental service, jury or
election board duty, religious observances, civic or relief duties, and
company sponsored social affairs. A further break-down of the 28 coover-
atives answering this question shows that:
10 cooperatives have a definite policy on time off
with pay to employees for various purposes. Ome
of these ten has a credit system which allows up
to three days ver year for this privilege.
Another allows one day at a time but reguires it
to be made up.
7 cooperatives have an informal policy in which
time off with pay is "rare", "to a certain extent",

and "at discretion of management'.

5 coopveratives stated they have a policy of allowing
no time off with pay.

8 cooperatives have no formal policy.

3 cooperatives gave no answer to this question.



Military Leave®
Fifteen of the cooveratives grant military leave to employees who
are members of organized military reserves as follows:

6 cooperatives grant military leave but did not
state how much.

L4 cooperatives grant military leave "as necessary".

2 cooveratives grant one weeks pay, though one of
these allows a two weeks period for the leave.

2 cooperatives grant up to two weeks time and pay
the difference in vay between the military
payment and the employee's regular pay.

1 cooperative grants from one to four weeks
military leave with pay.

4 cooveratives grant no military leave.
11 cooperatives have no policy on milltary leave.

3 cooperatives did not answer this guestion.

Leave of Absence
Nine of the cooperatives grant leaves of absence for a variety of
reasons other than the military leaves as shown above. The purposes
mentioned and the number of cooperatives granting leave for each

particular purpose, are listed as follows:

Purpose of Leave Number of Co-ovs
For illness or injury 3
For education 2
For service with allied co-op 2
For Jury service 1
For slack seasonal period 1l

* For additional discussion of this tyve of policy, see last
paragraph of Leave of Absence section below.



In most cases because of indefiniteness of need, the time allowed
for leave of absence was not stated. However, four cooperatives have
policies of stating time limits in leaves other than for military
service. These plans are:

1 cooperative allows up to thirty days time.

1 cooperative allows one month; additional
time upon approval of management.

1 cooperative allows from two to twelve weeks time.
1 cooperative allows up to two months with the Job
held open; in addition, leave is allowed up to
twelve months time but employee's job is not
held open and employee is glven whatever job
is open upon return from the leave.

A group of twelve cooperatives have no definite policy on leave of
absence but stated that in various ways leaves are granted depending on
figood reason®, "extreme cases", Yas justified", and handling "each case
on its merits®., Six of these stated that management approval is neces-
sary for such leaves of absence as are granted.

One cooperative stated that no leave of absence is granted for any
purpose. Three did not answer the question and eight stated that they
have no definite policy on leaves.

It may be pointed out that the regional farmer cooneratives,
together with all other employers, are subject to national laws passed
to protect Jjobs of employees who are drafted or who volunteer for
regular national military service. To this extent all of the 33 regional

cooveratives are forced to have a leave of absence policy to cover at

least this type of military service.
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In this chapter it is significant to note that practically all of
the organizations have complete and formal policies on the simpler of
the employment policies such as vacations, overtime pay, and bonuses.

In contrast, there 1s less use of the more complex employment policies
such as leaves for various purvoses, Job evaluation systems, and special

incentives.
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CHAPTER VI EMPLOYZE BENEFIT PROGRAMS

This chapter covers the various employment benefit programs for the
employees of regional farmer coorveratives. Included are descriptions of
the programs and the extent to which they are available to employees.
The benefits so described are group life insurance, health and retire-

ment plans.

Group Life Insurance Programs
Of the 33 reglonal cooperatives studies, twenty-seven have group

life insurance protection on the 1life of the individual employee. The
remaining six cooveratives have no such benefit for the employee. 1In
the 27 companies that provide group life insurance, the cost is vaid by
these methods:

By cooverative entirely 11

By employee entirely 1

By cooverative and
employee jointly 15

The basis for the amounts allowed in group life insurance to
employees includes four diffent idezs. In seven organizations the
amount of salary determines the amount of life insurance allowed. In
five others the job class held by the employee qualifies him for a stated
amount. In two companies the length of service qualifies the employee
for an increasing amount of life insurance protection. 1In one coovera-
tive the married emvloyee is allowed more life insurance vrotection than

the single employee.

LA



The amount of group life insurance is fixed at a flat amount in
eight comvanies and 1s a scaled amount in 17 comvanies. Two companies
did not state which system they use. The two largest groupings are in
the fixed amount of $1,000 in five cooveratives and in the scaled amounts
$1,000 - $5,000 in five cooreratives. There is a total of twenty
companies in the combined grouping with fixed and scaled amounts not
over $5,000. The group life insursnce progrems range from the lowest
emount of $500 to the highest amount of $18,000. The summary of the
amounts evailable In the two systems is as follows:

Flat Amount: $1,000 in 5 cooperatives
2,000 in 2 cooveratives
5,000 in 1 cooverative
Scaled Amounts: $ 500 - $ 1,000 in 1 cooperative

500 - 10,000 in 1 cooperative

1,000 2,000 in 2 cooveratives
1,000 - 2,500 in 1 cooverative
1,000 - 3,000 in 1 cooperative
1,000 - 4,000 in 1 cooperative
1,000 - 5,000 in 5 cooperatives

1,500 - 5,000 in 1 cooperative

1,000 - 10,000 in 1 cooperative
3,000 - 5,000 in 1 cooperative
1,000 -~ 18,000 in 1 cooperstive

Health Services and Insurance
Of the 23 cooperatives studied, fifteen make avallable the Blue

Cross-Blue Shielc group health protection service. In eleven cooperatives



an insurance company group health nrotection plan is available. In six
cooperatives a cooverative group health vlan is in operation. Only one
coorerative out of the total of 23 has no group health plan avallatle
to its employees through the employer.

Of the fifteen Blue Cross-Blue Shield plans, nine cover employees
for the hOSpital-surgical—medical type of service, three for the hospital-
surgical type, and three for only the hospital tyve of service. Of these
fifteen groups, 14 provide for peyment of cost by the employee entirely,
and only one provides for joint payment on an equal basis by the employee
and the employer.

In the six cooperative group health plans, four provide the hospital-
surgical-medical tyve of service, one provides the hospital-surgical type,
and one provides only the hospital service. Cost is paid entirely by the
employer in the one hospital plan, and in two of the hospital-surgical-
medical plans., In the one hospital=-surgical plan the cost 1s paid
entirely by the emprloyee. In the two remaining hospital-surgical-medical
plans, the cost in one is shared equally by the employee and the employer;
in the other, the employer pays for all of the hospital service portion
and the employee pays for all of the surgical and medical service portion
of the plan.

Of the eleven insurance company rlans, eight are part of a combina-
tion group life insursnce, health and accident benefit package plan. Of
the eight combination plans, seven provide for lump nayments for acci-
dental death and disability, and for weekly sickness. Of the seven,
five are forced onto the employer by‘the state laws of the respvective

states.



In the seven hospitel-surgical-medical plans, the cost is shared
Jjointly between the employee and the employer, while in two plans it
ig paid entirely by the emvloyer.

In the four hospital-surgical plans, two are naid by the exmployee
entirely, one by the employer entirely, and one is paid jointly.

All of the emnloyers except three provide for payroll deduction
methods by which the employees pay for the cost. The other three
employers make arrangements for the emgloyees to vay directly to a
Farm Bureau county organization.

All of the 33 regionzl farmer cooperatives stated that they are
required by the state laws in their resvective states to carry work-
men's compensztion and unemployment compensation types of insurance on
their employees.

Table 6 summarizes the types, scove, and methods of vayment for
health service in the various combinations which the regional coonera-

tives have made avallable on a grour basis to thelr emvloyees.

Retirement Plans

Retirement or pension plans are in effect in 23 of the resional
farmer cooveratives studied, while ten companies have none. Cf the 23
plans in effect, sixteen are the insured type gunranteed by a life
insurance company, and seven zre the trust tyve in which the cooperative
hes some definite responsibilities.

The age provision for retirement is 65 in all, altnough most pro-
vide for optional retirement at szge 55 or sixty. For women emvloyees,

two plans provide a retirement age of sixty.



TABLE 6

TYPES, SCOPE, AND METHODS OF PAYMENT FOR HEALTH SERVICES
FOR EMPIOYEES OF REGIONAL FARMER COOPERATIVES

Number of Co-ops
Type Scope Number Where Plan Is
of of of
Plan Protection Co-ops | Paid by [Paid by | Paid
Employee |Employer Jointly
Blue Cross Hospital-Surgical- 11 11
Medical (a)
Blue Cross Hospital=Surgicel (b) 3 2 1 (c)
Blue Cross Hospital 3 (d)
Cooperative Hospital-Surgical- L 2 2 (e)
Health Medical (a)
Cooperative Hospital-Surgical (b) 1 1
Health
Cooperative Hospital 1 1l
Health
Insurance Co. | Hospital-Surgical- 7 2 5 (e)
Medical (a)
Insurance Co. | Hospital-Surgical (b) L 2 1 ()] 1 ()

(2) Hospital-surgical-medical service coverage.
(v) HOspitalésurgical service coverage.
(¢) Joint payments of 50% each.

(d) One cooperative offers choice to employees of either Blue Cross
plan or an insurance comrany plan.

(e) One cooperative vays for the hospital portion of the service,
end the employees pay for the balance of service.

(f) Employee pays for dependents.

(g) Employer pays 60% and emrloyees pay 40%.



Eligibility age - the age a2t which people are accepted into retire-
ment plans - is 25 in four cooveratives, thirty in another, and 35 in
three others. The rest have no such age limitation.

The cost of retirement plans is raid entirely by seven cooveratives;
two cooveratives pay the entire cost on salaries up to $3,000 and share
the cost on the balance of the salary. In 14 cooverztives the cost is
shared with employee and emrloyer contributions in various promortions.
Table 7 gives the main features of retirement plens in effect among the
reglonal farmer cooperatives.

The earliest date given in the study for the adortion of a retire-
ment plan by a regional farmer cooverative, was 1927. Although dates in
some cases were not given, the decade of the 1940's is noted as the
period during which practically all other retirement plans of regional
farmer cooperatives were adopted.

An outstanding feature of the uswal regional farmer cooperative
retirement plan is the eligibility of local cooperative employees in
eilther of two ways. First, in a number of regional cooveratives which
manage local cooperatives by contractual arrengerents, there are provi-
sions for local cooperative employee participation. In such cases the
bulk of the solicitation and records are part of the responsibility of
the regional cooperative'!s personnel office.

Second, in some regional cooveratives which have local cooperatives
as members, there are provisions for participation of local cooperative
employees. In these cases the responsibility for the bulk of the solic-~

itation and records is taken over by the insurance company.
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Some cooperatives listed various benefits as being of snecial interest
or value to their employees. These benefits did not fall into eny of the
classifications previously discussed and are stated below as to tyve and

the number of cooperatives using themn.

Number of
Tyve of Benefit Cooveratives
Purchase of comvany products by L
employees at special discounts
Partial vayment of employees! cost 2
of education
Library for employees 1
Caristmas presents 1
Cost of l1living bonus 1l

Five cooperatives emphasized liberal sick leave policy as being of
significant benefit to their employees. One cooperative stressed group
health benefits for employees! families as being esvecially imovortant.

In this chapter it is significant to note that a group life insur-
ance and health program 1s found in practically all of the regional
farmer cooperatives. The type and amount of benefits in each organiza-
tion vary a great deal. Similarly, the majority of the cooperatives
studied have retirement plans which vary considerzably in cost, benefits.

at age. 65, and other details.



CHAPTER VII ZEMPLOYEE INFORMATION AND TRAINIXG PROGRAMS

In this chapter ere presented the results of the survey of the
work done by the reglonal cooreratives on emvloyee information and
training programs in the following sections: orientation; job and
department information; information about cooperatives; job skills

training; and personality development.

Orientation
In summary, the thirty cooperatives reported orientation or general
information programs for the benefit of new employees and stated they
spend the following amounts of time for such programs:

Number of
Period of Time Cooveratives

1/2 hour

1 hour

1/2 day

8 hours

12 hours

2 weeks

3 weeks

6 weeks

2 months

3 months

6 months
6~12 months
6 montns=3 years
"Brief"
"Varied"

O o L Y R = T S St Ty S R S B R

-
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"No specific period"

N

No answer



The cooperatives also indicated that the rveriod of time from date
of hire during which general information is given to emvloyees, varies
fron "at once" and "immediately", to six montns. Only seven organiza-
tions have definite time periods, 25 do not set such time periods, and
two did not answer.

When asked how soon after hire new employees got informaztion about
cooperatives, twenty-eight out of the 33 cooperatives gave answers in
terms of the period used from "promptly" to "oy end of the first year".
The summary of answers 1s as follows:

Xumber of
Period of Time Cooperatives

By the end of one week 1l

)

By the end of two weeks

By the end of 2-6 weeks
By the end of one month
By the end of 1-2 months
By the end of six weeks
By the end of 1-6 months

H H - N

By the end of 6 months

By the end of one year
"Promp tly"

"Gradually"

"Indefinite"

"Immediately"

"Brief" at hire or interview
At meetings later"

None

E AV I T R B V) S o B |V )

No answer



Only three cooperatives saild they give no information about coopera-

tives to thelr employees.

Job and Devartment Information
The amount of time used to give the new employee information about
the job and the department varies in length in nineteen cooperatives.
Eleven cooperatives have no definite time established for giving this
information to the employee. Thne answers were summarized as follows:

Number of
Period of Time Cooperatives

1 hour

1 day

2 days

1 week

2 weeks

3 weeks

30 days

1-2 months
2 montas

3 months

6 months
6-12 months
6 months-3 years
"Brief"
"Varied"

"Indefinite"

"Some™"

W N H 9P M WD WHE HF B B NDHE

Ko answer
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The above sunmary was further broken down into the following grouvs:

Number of
Period of Time Cooperatives
1 week or less 5
2 weeks-3 months il
6 months or more 3
Indefinite 11

Job Skill Training
Table 8 indicates the types of job skill training courses carried
on in twenty-two of the 33 regional cooperatives. The table shows that
the job of the local retail manager receives attention by more regional
cooperatives than any other, although courses for employees concerned in
the handling of farm supplies, farm equipment, petroleum, and retail

bookkeeping are not far behind.

Executive and Personality Development Training

Tne programs in effect to develop executive and personality abilitles
in employees of regional farmer cooveratives were summarized in Table 9.
It is evident that general suvervision operatlons technigue on an in-
formal conference basis is most commonly used. It also apvears that
supervisory employee relations and sales promotion are stressed most in
executive training programs.

This type of training program is used in twenty-one of the 33
rezgional farmer cooveratives studied.

In addition to the information in Table 9, it is interesting to note

some of the conments made by a few of the other cooperatives. One out of
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TABLE 9

EXECUTIVE AND PERSONALITY DEVELOPMENT TRAINING
PROGRAMS OF REGIONAL FARMER COOFEZRATIVES

No. of Cooperatives
Type of Conducting This
Training Program Type of Program

General supervisory operation
techniques =~ formall 12

General supervisory operation
techniques = informal? 20

Human or employee relations

Public relations

8
L
Membership relations L
Sales and promotion methods 8

3

Organization and conference leadership

1 Formel - in classes or group meetings called for the purvose
of training people in general supervisory operations with or with-
out outside people assisting.

2 Informel - in connection with staff meetings or conferences
not called specifically for training purposes, but with some
attention given to general supervisory operations for the purpose
of information to all concerned. Rarely called with outside people
present.

)4



the remaining twelve admitted frankly that executives are hired on a
trial and error" basis. Another out of the remaining twelve stated
that executives are hired by Y“putting them on the job". Four others
apparently follow the same procedure for they indicated in their
answer that they have no such trzining pvrogram. Two organizations out
of the twelve stated that they are studying recommended programs of
executive develorment. Four other companles gave no answer to the
question.

One cooperative sends selected management caliber men to a state
university for training, and another offers scholarships for the same
purpose for study at a land grent college. Three cooperatives go
further and pay 50% of expenses of tuition and books to employees
studying at any type of institution which assists them toward advance-
ment and develooment. G. I. Veterans Training benefits are mentioned
as being used by practically all of the organizations as part of this
type of employee ability improvement program.

In this chapter it 1s iInteresting to note that orientation for
new employees varies a great deal in the amount of time spent, and
also in the time when it is done in relation to the date of hiring
of new employees. Obviously there is a difference in the interpreta-
tion of orientation.

It is imoortant to notice the emphasis on certzin job skills and
on certain groups of emvloyees in connection with the employee training

work done in cooperatives.



CIAPTZER VIII MISCELLANZOUS EMPLOYEE ACTIVITIES AND ORGANIZATICKS

In addition to the personnel matters described in previous chapters,
Chapter VIII presents some miscellaneous employee activities and organi-
zations. Included ere the following: credit unions (mutual savings and
loan societies), social clubs, sthletic leagues, musical groups, buying
clubs, welfare groups, and labor unions. Also included in this chapter
are findings about the extent of cafeteria or lunchroom facilities, and

awards for recognition of length of service.

Tyves of Employee Groups
The most popular employee organization in number is the credit
uwnion. This is a mutual savings and loan association and is found in
nineteen of the 33 cooveratives studied. The next most popular organized
activity is the social club which is sponsored in fifteen of the 33 cooper-
atives. Close behind is the bowling league found in 14 cooperatives.
The complete 1ist of employee organizations and activities and the

number of cooperatives sponsoring them is as follows:

Type of Number of

Crganization Cooperatives
Credit union 192
Cooperative buying club, store, 7b

association, etc.

Complete atnletic lesgue 7¢
Bowling 144
Golf ud

Basketball od



Type of Number of

Organization Cooceratives
Curling l
Social including bridge, dancing, 15°

games, miscellaneous vrograms
of entertainment

Glee club or choir 3

Welfare or charity club 2

2 One cooverative has four separate credit unions due to
wide geographical distribution of operations and employees.

One cooperative has four separate cooperative health
assoclations due to wide geographical distribution of
operations and employees.

¢ Includes five cooperatives in which employees' associa-
tions, clubs or councils have a complete year around program;
also one cooperative which belongs to a loeal Y.M.C.A.
athletic league for all men's sports.

d Does not duplicate those in athletic leagues.

€ Includes ten cooveratives in which emvloyee councils or
clubs operate a year around extensive social vrogram.

Labor Unions

In thirteen of the cooperatives studied, all of which have extensive
processing operations, there are labor unions of substantial size in
terms of membership of employees. All of these cooveratives overate in
and around large urban and processing arees.

In the other twenty cooveratives there is little or no labor union
activity. Waat little labor union memtership is found is located in
two types of activity. The first is in manufacturing and crocessing.
Tne second is in over-the-road transportation activities, esvecially

in contact with manufacturing, processing and warehousing establish-

ments. No further details were asked for in this study on labor unicns.



Cafeteria and Lunchroom Service
In ten cooperatives there is cefeteria or lunchroom service of
various tyves. In three cooverztives the cafeteria is operated
entirely by an employees! club or association. In the other seven the
facllities and the arrangements vary as to degree of svronsorship bty
managenent or employees. Further details on this subject were not

reguested.

Recognition for Length of Service
Fifteen of the 33 cooveratives studied recognize length of service
of emrloyees as rart of company policy. Of tihis number, 14 award pins,
buttons, watches, and extra vacations. One organization awards only
certificates. Tne various methods and awards for recognition of length
of service are:

Length of Service Period Recognized

Ten cooperatives recognize five years and the
anniversary of five years thereafter.

Taree cooperatives recognize only 25 years of
service.

One cooverative recognizes two years, five years,
and each anniversary of five years thereafter.

One cooverative recognizes five years and each
year tnereafter.

Trnes of Awards Used

One cooverative uses only certificates.
¥ine cooperatives award only vins and buttons.

Cne cooverstive awards both pins =znd certificates.



Tyves of Awards Used (continued)

One cooverative awards pins or buttons and an extra
week of vacetion in the five year anniversary yeer.

One cooperztive awards pins for 5, 10, 15, and 20
years, and awards watches for 25 years.

One cooperative awards watches only zfter 25 yeers.

One cooperative awards watches after 25 years and
adds an extra week of vecztion in the 30 year
anniversary year.

One cooverative stated that it now has under consideration a plan
to add extra vacations to its vresent program of pin and button recog-
nition. Of the 18 cooperatives that stated they have no length of
service recognition, three sz2id they are giving the idea study now.

Recognition programs are held banguet style with some ceremony in
all but one cooperative. This cooperative prefers to meke awards on
the Job by the immediate supervisor in a simple precentation to the
particular worker in the comvany of fellow emrloyees.

In addition to the two cooperatives listed above which grant extra
vacation perlods as part of a formal recognition of length of service,
there are six other cooveratives which grant extra vacation benefits to
employees with longer service records. The plens are exovlained on page
53. These six mzke no ceremony of any kind in the granting of addi-
tional vacations.

These six cooperatives added to the fifteen included in this section,
make an actual totzal of 21 regional farmer cooveratives giving recogni-

tion for length of service of employees.



In this chapter it is significant that of the large variety of
emvloyee activities, the most popular are tne credit unions, social
clubs, athletic leagues, and lstor unions. It is zlso noteworthy
that almost half of the regional farmer cooperatives studied recognize

length of service with various awards.



CHAPTZR IX PEZRSCITIZL SERVICES GIVEX BY RZGICHAL

COOPERATIVES TO LOCAL COOFERATIVES

This chapter vresents the various rersonnel services which the
reglonal farmer cooveratives offer to locazl cooreratives.

Twenty-four reglonal cooperatives of the federated tyre offer and
perform various personnel services for local merber fzrmer associations.
Since six of the cooveratives surveyed are of the centrzlized tyve and
have only area-wide branches and warehouses, they obviously do not have
loczal member cooveratives, al though some regional coorveratives operate
as a combinaticn federzted-centralized organization. Only three of the
federated type of cooperative offer no help to locsl member groups.
Table 10 shows the tyves of services given to local cooperatives, the
number assisted, and the year such help started.

As 1s gpparent from thie table, the extent to which the services
to local cooperatives are offered varles considerably. The most common
service performed is government regulation information and assistance.
The least common service so performed is that concerned with group

accident and health benefit payment plans.



TABILE 10

PERSONNEL SERVICES PERFORMED BY REGICNAL FARMER

COOPERATIVES FOR LOCAL FARMER COOPERATIVES

Type of Personnel Service Performed

Year
Service
Started

1929

1946

1924
1934
1946

1932

1933
1900

1940
1940

1938
1937
1927

1939
1945
1920

No. of
Co-ops
Served

500

67

350

150

200

25
20

52

25
105
550
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TABLE 10 continued

Type of Personnel Service Performed
€10 ) al|lael|dg < —
co-op | 955/ £ 8 88 |3aSlS 8 a2 8] | No. of | Yeer
by R RIS §8 Bl 8 Co-ops | Service
Code 3 335“"3.?.’8 88;%§z¢‘¥ S| & | served |Started
) P q>23 #|0 H| e el g
HEES T R EEHEEEIE
a7 *2e " |e|als]| 32| 3
o] wm s | o
2. izl ixlx x 123 1948
2k, |x 2 |x]lx Ix s s 85 1935
28. Ix|x|x|x]| x x [x L6 1937
30. x| x x rxix] x x| = 1938
N, Ix xi{x| x x |xlx| x 2k 1947
32. x| x 123 1940
33. rlzixlzl:x x|'x X XX - ) G - 151 1933

x Indicates that the regional cooperative performs the service for

local cooperatives.
a Available through nearest County Farm Bureau.
b Advice and aid at times asked for.
¢ Information service program only.
d For local manzger jobs only.

e Availeble through County Medical Cooperative.

f Expected to expand gradually to most of 130 other cooperatives.



The seven most popular services for local cooveratives are listed
in order by the type of service and the number of regional cooveratives

which perform the service, as follows:

Nurber of

Tvyoe of Service Cooperatives
Government regulation information 22

and assistance

Employee training 18
Recruiting 18
Hospital service plans 16
Retirement plans 16
Group insurance plans 14
Surgical-hospital combination plans 14

The seven least popular services for local cooperatives are listed
in order by the type of service and the number of regional cooperatives

which perform the service, as follows:

Number of

Type of Service Cooveratives
Accident-health payment plans 6
Social and recreational programs 7
Labor union negotiations 9
Medical-surgical~hospital 11

combination plans

Employee selection 12
Employee interviewing 13

Personnel records 13



It is interesting to note that many regional farmer cooperatives
have been assisting local farmer cooperatives for many years in various
versonnel services. The earliest date recorded for the start of such
services 1s 1900. Four of the regional cooperatives started such
services in the 1920's, ten in the 1930's, and eight in the 1940's.

It is apvarent from Table 10 that the most necessary services are
most often verformed for local cooveratives. Under conditions existing
in 1950, the problem of explaining and assisting with government regula-
tions appears to be ore that regionzl and local cooperatives feel is
importart and one on which help is most vitally needed.

The second most pressing problem avpears to be that of the two-
fold manpower need, first, that of recruiting employees and second,
that of training employees.

Close behind the first two problems and grouped quite closely
together are the programs of employee benefits such as retirement plans,
hospital service, and group insurence, as well as the problems of inter-

viewing and selecting employees, and the keeping of personnel records.



CHAPTER X SCME COST FIGURES ON PERSCENEL ADMINISTRATION

A number of the replies to the stucy questionnaire indicated that
due to the complexity of inter-departmental and inter-comvany relation-
ships, the costsof most of the persomnel functions are not segregated.
This is especially true of the regional cooperatives which are a part
of a family of cooperatives, or where a cooterative operates over a
very lerge area. It 1s glso true of the orgenizations affiliated with
the Farm Bureau headquarters of their respvective states where the
personnel office serves all of the affiliated organizations in personnel
matters.

Several personnel directors of regional cooperatives guestioned
the atility to secure comparable cost figures on personnel activities
due to the different methods of handling personnel functions in the
various orgenizations. However, it was determined that in srite of
these complications, it would be of informationezl value to mszke an
attempt at collecting some cost figures.

Tables 11 and 12 include information supplied by twenty-one of tne
33 companies. This information was divided into two related groups of
personnel functions.

In Table 11 it is zpnarent that a great variation exists in cost
figures for the various personnel activities. The figures obtained

were further studied and broken down to show highest, lowest, and median
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costs for possible significant figures or at least costs that may be
closer to the middle of any range of costs. This was done in Table 13.

The same was done for the medical, insurance, and retirement plan
costs in Table 14.

It is quickly apparent that great variations in cost figures are
due to the variety of programs and the score of activities in personnel
work of the regional cooperatives. However, the information in Tables
13 and 14, through the data of the median figures, gives a guide for a
reasonable average. In other words, there are as many below as above
that figure which gives interested peonle a cost figure in the middle.

Some of the personnel functions have a median cost of $5.00 or
more per varticlpating employee and are listed from the most expensive
to the least expensive as follows: retirement plan, versonnel office
operation (records, versonnel, overhead), training, heslth services
(hosvital-surgical-medical either seoarately or combined), group
insurance, znd social activities.

It is significant from the several tables, that there is a pattern
to some degree. Some of the cooperatives vresent a balanced or con-
sistently higher cost in all activities, while some of the cooperatives

have high costs in some vrograms and low costs 1n others.



TABLE 13

RANGE OF COSTS FOR SOME PERSONVEL ACTIVITIES OF
REGIONAL FARMER COOPZRATIVES

Fange of Costs Per Particivating Employee
Designation of No. of | Highest Lowest Median
Personnel Item Co-0ps Cost Cost Cost
Recruiting and 15 $ 45.00 $ .60 $ 3.83
gelection
Training 10 100.00 1.00 17.10
Cooperative 11 10.67 .20 1.50
information
Social activities 14 9.70 25 5.00
Athletics 10 29.79 42 3.33
Employees!
newspaver é 2.15 48 2.00
Suggestion system L 5.87 2.25 3.00
Length of service 7 7.00 .66 2.25
recognition
Personnel office 10 88.00 11.25 31.50




RANGEZ OF CCSTS FOR SCME ENMPLOYEZ BZTZFIT FROGRAMS CF

TABLE 14

REG-ION.AL FARMER CCOFZRATIVES

Range of Costs Per Participating Emvloyee

Designation of Yo. of Highest Lowest Median
Benefit Program Co-ops Cost Cost Cost
Physicel exams 7 $ 5.00 $ 3.00 $ 4.00
First aid 8 12.50 .10 .50
Hosvoi tal-surgical- 7 24,00 5.72 14.40
medical services
Grou» insurance 13 53.88 1.87 10.00
Retirement plan 15 387.50 19.98 129.82




CHAPTZR XI SUMIARY OF TEZ SIGNIFICAMT ZQINTS CF PRESENT
PERSCITEL FROGRAMS IN REGIOKAL FARIER COOFERATIVES

In this chapter the significance of tae precent personnel progrems
in regional farmer cooreratives is discussed and the important high-
lights of each chavter are sumrarized.

It is important to note that, from the information presented in
Chapter III, personnel adminictration in regionzl farmer cooperatives
has tecome en important vart of top management resvonsibilities only
during the last decade.

The scope of the work of the personnel office in regional coorera-
tives 1s varled depending on the structure and scope of the resrective
organizations. Even though some lzrge cooreratives do not have a
personnel office as such in nare, the resconsibility is placed with a
tor ranking office of the comrany.

Although some cooverctives do not now have a separate versonnel
office, there are indications of some serious study of the desirability
and the need of the segregation of the personnel functions into g
department apart from other devartments.

It i1s significant in Chapnter IV that the reglonal farmer coovera-
tives renlize that a large varlety of methods are needed and are used
for tne recruiting of employees. Different tyres of emvloyees appear
to need different metrods of recruiting.

It is 21so important to note that a variety of selection proce-

dure re used by the various organizations. These procedures include
s a J a & ¢



verious kirds of interviews, written avplications, checking of refer-
ences, medical exsminations, 2nd testing of sptitudes, versonality,
ability, etc.

Factors which are ermthasized as imrortant guices in the selection
of employees by the cooperatives are also varied, but it is significant
that the facts produced by the record of a rerson are carefully checked.
Factors found most important were the records of verformance, atility
to do the Jjob at hand, rrevious exverlence or training, end the basic
attribvutes of honesty, stability, and morelity. It is also evident
that several or more factors are used by almost 211 of the compenies.

An interesting and significant part of the study shows that
avplicants are most often convinced by regional cooperatives to accept
employment because the applicents are impressed by the opportunity, the
working conditions, and treatmert of veorle as individuals. In contrast,
the trainirg programs, the locatlon, and the nature of the business as
a cooperative are least used to convince applicants to accept employment.

In Chapter V 1t is interesting to note that the evaluation of jobs
in regional cooperatives has vrogressed farther for those jobs vaid on
a wage basis than for those paid on a salary basis. More cooveratives
are using Job class and vay rate range systems for the wage tyre of Jjob.

It is significant also that some supvlementzl incentive systems of
pay are used. The bonus system is used in more than half of the organ-
izations, while the commission system is used in only seven. In only
three comrenies are both systems used. About one third, or twelve

companies, use special awards of cash, merchandise, or trips.



Practically all of the reglional farmer cooverztives studied have
a formel policy on vacations. Tals is perhaps the simvlest of the
policy benefits for employees. However, as perscnrnal vrocedures
become comrlicated in hancdling and in record keeping, the practice
is to be more informal or to allow more discretion and flexibility in
the avplication of the policies.

It is Interesting to note that a smaller grour of cooperatives
hes a policy of actually refusing recuests for time off for sickmess,
military duty (non-nationzl), and other various purposes.

Chapter VI points out that twenty-ceven out of the 33 cooperatives
have grour insurance plans for employees snd that all but one have
group health services avallable. Tnere is a great variety in the tyre
and the amount of the protecticn offered by the insurance and healtn
plans.

It is important to note thet twenty-three out of the 33 companies
have retirement or pension plans. Although the purpose of 211 plans
is the same, that of paying monthly benefits to employees retiring at
age 65, only a few of the plans are alike in their entirety. 1In fact,
only two cooveratives have retirement plens eractly alike and this is
due to a2 Joint plsnning of the rrogram. All of the other plans vary
in the numerous details.

A noteworthy feature of the benefit plans discussed in Chapter VI
is that employees of local affiliated coomeratives are eligible to

participate in the various programs.

o~ N



Chapter VII brings out the fact that practically a2ll of the
reglonal cooverztives studied provide for emvloyee information and
training progrzams. There apparently is a great deal of difference in
the interpretation of the meaning of several informetion terms. TFor
example, orientation in the amount of tire used varies from one half
hour uo to twelve months. Similarly, the length of time =fter hiring
in which new emnloyees get informetion, varies from 2 brief veriod of
time, such as a week, to a long period of time, such as one year.

It is 2lso noteworthy that the Job skill training programs cover
about seven tyves, with local cooverztive management operations beirg
emchasized throughout.

In addition to the above, regional farmer cooperatives emphasize
in special training vrograms the development of employees so they will
understand and be atle to handle executlve responsgibilities such as
supervision, handling people, promotion of ssles, etc. A few coopera-
tives are making strong efforts by securing the assistance of colleges
and universities in working out academic courses of instruction for
selected employees for the purpose of developing carabilities needed
in cooperative buciness.

Chapter VIII indicates that the most populer group activity of
employees of the reglonal farmer cooperatives is the credit union.
This is a mutual savings and loan society encouraging thrift and
providing s source for the borrowing of money for personal needs. It

is gulite in keeping with coorerative business principles.



Social and athletic activities are also popular and varied in
practically all of the cooperatives. A number of the cooveratives
have organizations with a planned year around schedule of activities.

To a sraller desree, emrloyee purchnasing through a cooverative
buying society or club, isfound. This includes some cafeteria and
lunchroom services.

Labor unions of substantial size are found in the larger urban
end processing areas of thirteen reglonal cooperatives.

Length of service of employees is recognized with a variety of
awards in about half of the reglonal farmer cooperatives, usuzlly at
the five year interval. Awards in use are certificztes, pirs, buttons,
watches, and extra vacations.

A significant fact brought out in Chapter IX is that twenty-four
out of the 27 federated reglonal farmer cooveratives in the study,
assist local cooperatives in various versonnel matters. The pattern
of this assistance follows the rule that the more vital the personnel
gservice to the local coorerative, the greater the number of regional
cooperatives vroviding that service. For examtle, the most common
service performed is that of information and assistance on government
regulations concerning employees. Thne least common service is the
group health payment plan in which benefit payments are made for time
lost from work due to any cause whatsoever.

It is significant that the help given to locel cooperatives by
regional cooperatives has gradually expanded since 1920, although one

regional has offered such help since 1900,



It is interesting to note in Chapter X the great variance in the
cost of the various rersonnel activities carried on by the reglonal
farmer cooperatives. In fact, some of the cooreratives do not keep
sevarate accounts of the different vhases of personnel work. Sone
ectivities are charged to other devartments. ZFor examvle, the cost
of group insurance is a general administrative expense in one company.
In several other cooveratives, the cost of the employees' newspaper
is absorbed in the exvense of the work of the publicity office.
However, the figures included in the study do provide some information
on what the various cooperatives spend for the different phases of
personnel administration. Breaking these figures down to a per parti-
cipating employee basie 1s an attemmt to make the comparison of cost

figures more understandable and of more value as information.



CEAPTER XII COKRCLUSIONS, EVALUATICNS, AND RECOMMEXDATIONS

This final chapter vresents the conclusions and evaluations of
personnel edministration in regional farmer cooveratives as seen
from the material studied and the versonal contacts made. There is
presented 21s0 a recommended outline for a personnel administration

policy for reglonzl farmer cooperatives.

Conclusions and Evaluations

One conclusion arrived at after a study of tne information is
that only a sm2ll number of the regional farmer cooperatives have a
well balanced or an integrated versonnel administration policy. Thre
majority of them carry out excellent work in some varts of their
personnel functions, but are weak in other phases. What are the
reasons for the small number with complete personnel programs? They
are as follows:

1. There apvears to be a lack of support by boards of directors
and executive management. This may be simply a lack of interest in
some cases, Or a lack of recognition of the relationship of the work
of the personnel office to the work of other parts of the business.

It 18 in other instarces due to a lack of a clear, long-time
otjective. This in turn is caused by an error of omission in most
organizations in which either the board of directors or the executive

management, or both, have feiled to take time to discuss and set forth



as a matter of record a clear or even a general personnel program
objective. Most of the versonnel departments were organized on a
basis of an sppropriation for and ar assignment to handle an indef-
inite but limited variety of tne simpler personnel functions. As
these functions grew, budgets were increzsed to meet genuine needs,
usually not on a basis of aporaisal of the relationship to the whole
organization, but only on a basls of being tolerated.

2. There is a lack of 2bility on the part of personnel adminis-
trators, together with executive management, to interoret in under-
standable terms the values of an effective personnel program so that
farmer boards of directors will accevt recommendations on personnel
work.,

This calls for research in svecific areas of persomnel work which,
while difficult and tire consuming, must be done to snow how effective
personnel programs improve productivity and maintain morale. Ovinions
must be supported wita facts to prove these points. When this is done,
farmer boards of directors ard executive management will understand
and will suprort a versonnel program adequately.

3. The third reason for the small number of regional farmer
cooperatives witn complete personnel vrograms is the lack of skilled
people to prorerly administer an adequate personnel vrogra<ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>