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John J. Cavagnaro, Jr.

The inspiration for this thesis was derived from the need for
food retailing chains of the present and future to provide competent personnel
to carry out the increased duties and responsibilities required for expanded
operations. If indeed one factor can be isolated as providing the greatest
limitation to expansion, it is the problem of developing individuals of superior
quality and in sufficient quantity to meke expansion profitable. This, then,
is the problem faced by food chain managements which will be considered: How
can food chains provide capable personnel to fulfill the additional responsi-
bilities implied in expanded activities?

Evidently capable managers and executives may be obtained from one
of two sourees. They may be recruited from outside the organization. This
might be called the external source of labor supply. They may, on the other
hand,be developed from within. This might be called the internal source. In
practice, both sources are necessary and interdependent. Our main concem hers,
however, is internal development and specific techniques or methods of recruit-
nent proper and hiring and selection procedures are not considered.

It is the thesis that sound personnel development is a funetion of
organization. By this we mean that it is the organization -- the daily face-to-
face contacts and interrelationships among employees, that must provide in the
long run competent, trained personnel. Qlassroom training programs are
important as auxiliary training devices, but because of the artificial emviron-
ment in which they are conducted they ought not to be substituted for or take
precedence over om-the-job training.

The approach to solution of the problem, therefors, is through an

enalysis and study of organization and a consideration of those principles of
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organizatiomn which will maximize personnel development. Traditional
organization principles are emphasized, but an effort has been made, wherever
possible, to bring out controversial and challenging recent thinking and supply
insight into progressive methods which hold promise for the future, though still
in the process of validatiom.

Data has been gathered from a number of books, periodicals, speeches,
bulletins, pamphlets and mamuals (see appended bibliography) on the general
subjeats of organization, management and personnel and on specific applications
to the food industry. Wherever possible valuable experience and evidence
derived from industries outside the food field has been incorporated. Nothing
that is said or done, however, can be the product of one individual. Much
resource material is unpublished, having been gathered and noted from conver-
sations with food chain executives and employees, professors and fellow students.

The fundamental conclusion or finding which has evolved from this
study is that efforts at training and developing employees to f£ill positioms
of added responsibility mmst begin with efforts at organization. Though, "out
of context" training programs, may be a valuable supplement, the basic medium
for personnel development is the organization. Indeed, without a sympathetie

organization, the most outstanding program will be doomed to failure.



PREFACE

The highly coupetitive ficld of food distribution places a
high prexium on vision and foresight. If business is to flourisih,
plans for expansion must be formulated. Newer and nore modern stores
nust be opened in greater nurber than ever before, Whio will operote
these stores? ihere shall we find the people? Though some may be recruited
from external sources, it is evident that thcvmajority must be developed
from within the orgonization.

t is the purpose of this thesis to examin? the principles and
functions of management and note their applications to personnel develop-
nent within a food chain.

The concept that man is the basic eleaent in business endeavor
is both Christian and democratic. Menagement has meaning only in so far
as it provides for the worker means of utilizing the factors of production.
Employees are not o commodity, which when placed into a liind of mix with
land and capital, under a riven set of superimposed conditions will produce
tine, place or possecsion utility. Rather, mon is an end in the economic
systen. Thus,(thc function of business mcnagenent is two-fold: to provide
opportunity for a harny and well-adjusted working force ond to create goods
and services vhich satisry the nceds ond wonts of customcrs} The second
objective results from the first. The two together justify the ciistence off

a business enterprise.
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PART 1

Introduction



CHAPTER 1

The Elements of Organization

Importance of Organization

The essence of management is the ability to organize. Prior
to organizing, however, the menasging executive must determine the task
that is to be done. This irvolves en "estimate of the situation" and
formulation of a plan which can be stated as an objective. Then he must
decide what means he has at his disposal and how he will fit them together
for optimm efficiency and realization of this stated objective of the
organization and the aims and ambitions of the people cf which it is eom-
posed. Thus, planning and orgenization are basic to completed action. —
Without them, efforts become misdirected and a discordant patchwork results.
ﬁistorical Development

Every business enterprise has an organization which exists
regardless of any efforts at orgenizing along formal lines. This may be
called the informal organization and is characterized by social inter-
relationships among its employees: Although this type of organization
has existed since first two men joined together under a proprietor to work
toward a common goal, it is only within the last generation that attention
has been focused on its importance. The labor legislation of the 193%0's,
egpecially the Wagner Act of 1935 gave, for the first time, legal recognition
to the dignity of labor.

Historically, management had supervised workers as individuals.
Groups of employees were considered detrimental and mutinous to the
permissiveness of management. Individual supervision frequently prompted
dictatorial policy and arbitrary treatment. The Wagner Act recognized the

"right of the individual to organize and seek strength in a group." It
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proceeded on the philosophy that a denial of this right was a source
of management-labor strife. Since that time there has been an
evolution in the importance of the social aspect of orgenization. And
the "child" has not been without its growing pains. Indeed, "the din
and the cry" are heard today from one end of our land to the other.

Need for Formal Orgonization

These natural formations of social groups within a company have -
no direction. That is, these informal groups are not inherently oriented
toward the accomplishment of a company objective. The task of management
is to organize along formal lines in order to facilitate employee acceptance .
of the corporate goal. The characteristics of formal organization - authority,
assigmment of duties and responsibilities, decision-meking, and communications
are directed toward effective utilization of the social interrelationships
among its individual members.

Two types of informal groups then may be recognized. The first
is the independent association exemplified by the weekly bridge group. The
second is the group that is part and pareel of a formal business organization.
The independent group is usually grounded in the cormon interests of its
members. Members move freely in and out as their interests and compatebility
warrgnt. Though the informal group in a formal organization is similar to a
degree, it has one differentiating characteristic. It has meaning and
significance primarily in relation to the formal orcanization of which it
is an integral part.

This informal orgenization within a company may have either a
positive or negative influence upon the formal organization. If the formal -
organization emphasizes strong control in a downward direction and places

stress on apprehending and punishing violaters of company regulations, the
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informal organization will accentuate differences between the two. It
will say, in effect, to the hesitant employee, "you gotta decide whether
to go along with the group or stand in with the boss. And if you don’t
go along, the gang can make it mighty unpleasant."1

If, on the other hand, the formal organization maintains a
constructive approach toward the relationship of the worker and his
company, the informal group will serve to bolster the formal. If the formal
organization provides a rational basis for its decisions, i.e., acte in
such a menner as to show a relationship between individual goals and the
ecorporate goal, then it inculcates a desire on the part of its employees
to execute commands out of a sense of obligation to the enterprise, to each
other, and to themselves. Since an informal group exists in relation to
pressures of formal authority, it is a fundamental responsibility of manage-
ment to organize formally in a manner that will utilize the informal organi-

zation as a constructive, rather than a destructive force.

Organizetion Charts Do Not Describe Informal Interrelationships

Tbe foregoing has been intended to emphasize the fact that the
organization chart doeé not describe the actual organigation of a company.
It merely reflects the relationships between superiors and subordinates.
It is the hidden operating structure, the informal orgenization, which
gets the work done. The organization blueprint gives little explicit
recognition to social distinctions. It shows functional interrelatedness
between working units, but does not express differences in social distance,
mobility or equilibrium. The hierarchy of prestige values which tend to
make, for example, the work of meat cutters more important than that of

grocery clerks, or the job of dairy clerk more attractive than that of

1. In Whyte, W. F. (eod.), Industry and Society, McGraw Hill Book Company,
Inc., New York, 1946, p. 7.




checker, cannot be illustrated on paper. Nor can an organization chart
depict day-to-day physical relationships. Logical lines of vertical and
horizontal coordination replace that interaction between people of differing
social aphefes which actually exists. Blind faith in the organization
blueprint as descriptive of the company organization leads to a substitu-
tion of the logic of efficiency for the sentiments of value which reside

in the social organization. Failure to recognize the impact of the less
tangible informal social structure results in a view of the chain as nothing
but a rigid framework of bureacracy.

Yet, as we have pointed out, this informal pattern requires
direction. Increased managerial recognition of informal processes must
be accompanied by corresponding attention toward formal organization. A
number of factors have contributed to this recent emphasis on formal
aspects of organization:

l. Technology and government regulations have increased the
complexity of business and emphasized the need for specialists.

2. Food chain executives have recognized the roles of customer
and commnity relations as being indispensable to continued business success.

3. Rapid growth has multiplied old functions and encompassed
broader territories of operations which require decentralization of
functions.

4, Successful experience by the military in war time has shown
the possibilities of reorganized chain of command structures. Post-war
prosperity has encouraged such experiments.

5. The scarcity of outstanding managers, specifically the
problems involved in supervision of today's modern store in comparison
with yesterday's small service store, has put a premiun on all forms of

orzanization which will develop capable executive store managers.



Need for Orranization Planning

In light of these developments, a new managerial technique has
evolved. It is known as organization planning and is concerned with all
phases of formal organization and their implications for the integration
of informal group goals into the overall corporate purpose. Organization
planning is designed to raise and answer such questions as these:

1. How wide should a supervisor's span of control be? How
nany stores can a district manager "cover®"? How many departments can a
store manager supervise? |

2. How should authority and responsibility be divided between
line and staff managers? How far does the personnel department's
responsibility for humaﬁ relations go? Should it, for example, be the
final authority in hiring and discharging actions?

3. Should conflicts between departments be settled by appeals
to higher echelons? How much authority should a manager delegate? How
will he define and.assign duties and‘responaibilities?

4. Does the necessity for more specialists and greater
decentralization necessarily imply loss of control? To what degree should
a division be autonomous and its general manager bQ allowed freedom in
decision making?

5. Sﬁould "assistants to" executives be used as general staff
officers? What is the training value of such positions? The value as an
aid to a‘company executive in lightening his managerial burdens?

6. Should managers give orders to department heads, for example,
or serve them as "firsi assistants,” there for the purpose of aiding them
and developing their potentials?

7. How can management better control costs? What methods should

a store manager use when faced, for example, with an unsatisfactory
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inventory? How should a store's lobor rate be established?

8. What is the function of a committee in coordination and
decision=-nalzing? Vhere will responsibility be placed?

It is a moot question aus to how organization planning should
be applied. Should it be designed with the idesa of moldins responsible
employeces gradually to its precepts? Or should it be designed to it the
personalities and polities of the or-inization as it now exists?  And how
does the ever changing nature of the organization lend itself Lo prediction
and control? Opinion is divided on these issues, but regardless of the
approach taken, the hardest part of organization plamning is the definition
of duties and responsibilities. The critical job is to answer for each employee
the question of who is his boss., Should a district manager, for example, have
line ocuthority over the meat department manager? Or is %he meat department
operation so technical us to demand a special meat supervisor? And where docs
the ncat specialist fit in? Questions such as these require careful considera-
tion in accordance with basic managenent principles.

Basic Principles

The Jjnerican Manc;eaent Association has formulated "ten courand-
2

nents" which ecmbody sound orgunization principles.

1. Decfinc responsibilities.,

2. Always rgive cuthority comziensurate with responsibility.
Z. liever change job responsibilities without informing all concernecd.
. Ho :unm siould have rore thon one boss.
5. lNever cive orders to another boss' subordinatcec.

6. Aluweys criticize subordinates in private.

7. Settle prouptly ever dispule over cuthority and recponsibility.

-——

L. " J P PRI QL a1~ r 9 M it Ny
2. TFortune, Con Munoceent Be Maaii-ed?, Stryler, P., July, 1953, pp. 1001,

C
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8. A boss' hoss should always approve promotions, raises,
and disciplinary actions.

9. Never ask a subordinate to criticize his boss.

10. Give every manager sufficient help to enable him to check
on the quality of his own work.

Although these principles make a tidy package, the question
still remains as to how they can best be applied in a given situation.
Food ehain executives must define the concepts of responsibility,
authority, span of control, etc., in view of the marketing objective.
They must establish broad policies concerning the implementation of the
aforementioned principles, and these in turn must be interpreted in more
and more detail as they proceed down through the chain of command. It
is of prime importance that every policy be evaluated periodically and
changed when facts prove them obsolete.

Scope

In the chapters which follow we shall consider the questions
raised by organization planning and attempt to provide the answers to
certain questions as they apply to food chain administration. The
emphasis throughout will be on those aspects of organization, both formal
and informal, which serve to promote development of managers, supervisors,
and executives capable of handling the expanded food chain operations of
the present and future.

The next five chapters will deal primarily with principles of
formal organization. We shall consider first the concept of responsibility
and the responsibilities which face today's food chain management. Brief
attention will be devoted to accountability and its relationship to

responsibility within the organizational framework. The role of the committee



will be discussed especially as it is concerned with assisting in the
decision-making process. From there we shall proceed to a consideration
of commwmnication. Here we shall attempt to wvisualize the importance of
understanding to efficient operation of the authority mechanism in
motivating employees to acceptance of company objectives. The dependence
of administrative control on an effective commmications network will also
be shown. In the fourth chapter we shall view the authority mechanism and
its components. The authority of the line will be econsidered together with
the "authority" of the staff and an effort will be made to show the
relatedness of each to optimum organizational efficienty. The f£ifth
chapter deals specifically with the specialization of the function of
personnel development. The role of the persomnel department is presented
and the techniques it has at its disposal analyzed. Finally,"the span of
control®™ principle will be explained and the advantages and disadvanteges
inherent in centralized end decentralized operations and management demon-
strated, as well as the problems raised by integration of institutional
functions outside the scope of retailing proper.

In the seventh chapter informal aspects of organization will be
viewed in greater detail. Elements of esprit de corps, discipline, morale,
status, and motivation will be examined in an effort to convey the importance
and necessity for a human relations approach to the solution of business
problems.

The eighth and ninth chapters will deal with union relations
and public relations respectively. These two facets of business management
have found recent application to food store operations. The inroads of

unions into the food retailing industry and the increasing realizatlion of



the importance of public acceptance and approval to successful operation
justify separate consideration of these topics.

The problem of adjustment to changes in the work situation and
job requirements is a subject which must be considered in realization of
thhe sociel responsibility of management toward its employees. In the
texnith chapter the question of overcoming resistance to change and the
means of influencing labor to seek and accept improved work methods in the
acconmplishment of their duties will be presented. As the impaet of
me c hanization is felt in the field of distribution, as the author envisions
it will in future years, it will become necessary to reevaluate past policies

arad adopt an adjustment in philosophy which will apply to the food business

o -the future.



PART II
Formal Organization and its Effects

on Employee Development



CHAPTER 2

The Concept of Responsibility

The Changing Scene

The business of food retailing, as we know it today, has resulted
from a series of dynamic changes which have taken place, for the most part,
within the past twenty years. One need only to refer to authors who wrote
on this subject in the 1930's to appreciate the vast differences between
food chain mansgement of yesterday and that of today. Mr. H. R. Barnett,
for example, nearly twenty-five years ago, depicted the function of chain
store manager as being primarily one of compliance with directives from
higher levels. He maintained that until food chains open larger stores
and allow store managers greater room for exercise of initiative, they
will fail to attract potentially cepable personnel, and "lose out" in
competition with "the larger independents."1 In 1935, "supermarket" was
a new work in our vocabulary. Self-service, with all its implications,
was largely experimental, and many progressive operators doubted its accept-
ance. Vertical integration of wholesaling and retailing functions was the
exception, rather than the rule. And "house brands" were marketed on a

small scale.

As a result of their recent vast growth, food chains have assumed
2
a position of vital importance in the field of retailing. This new-found

importance necessarily entails increased responsibility and a leadership

1. Barnett, H. R., Man-Manarement in Chain Stores, Harper & Brothers
Publishers, New York and London, 1931.

2. Although chains in 1954 accounted for only 36% of total food store sales,
this figure amounted to approximately $13.5 billion. (Progressive
Grocer, Food Stores Lead Retail Field in 1954 Sales Gains, March 1955.)
The three largost ratailing institutions in the country in total annual
sales are food chains - A & P, Safeway, and Kroger.




- 13 -

which must meke decisions and assune and accept responsibility. A
consciousness of responsibility necessarily involves direction of
efforts toward certain ideals and purposes. For the businessman,
these ideals become vitalized in two major objectives:

1. To furnish society with material satisfactions. To do
this he must be a maker of jobs and a maker of profits.

2. To increase all the human satisfactions of the group with
which he is associated.

Responsibility Defined

But responsibility is not a mysterious and nebulous concept.
It is a personal phemomenon. It is the obligation of an individual to
perform to the best of his ability the functions that have been assigned
to him in accordance with the directions of a superior to whom he is
accountable. Responsibility is only vague when it is not properly assigned
and communicated by a superior, or when it is misunderstood or misinterpreted
by a subordinate.

Five major responsibilities of business leadership are comprehended
in the foregoing definition and statement of objectives:

1. Responsibility to the pudblic

2. Responsibility to employees

5. Responsibility to government

4, Responsibility to customers

5. Responsibility to owners
These responsibilities are not isolated from one another, but interdependent.5
It 1a_our purpose here, however, to consider personnel development within
a company, so we shall focus attention on the second -~ responsibility to

employees.

5. That is, if businessmen fulfilled any one satisfactorily, they would,
at least in part, satisfy the others.
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Management's responsibility to its employees revolves around
providing workers with opportunity to develop their capabilities to the
fullest extent to the mutual advantage of both the company and the
individual employces.

Implications for Personnel Development

The only advantage to be gained from responsibility in developing
potential is through its delegation. Delezation of responsibility must
begin at the top. For if individuals at the top become intimately involved
in too wide a range of activities, there is less responsibility for
subordinates to assume. The "chunks of responsibility" become proportionally
smaller as one goes down the chain of command. Individuasl initiative is
likely to become choked off and personal development may cease. The size
of the enterprise becomes limited to the capacities of a single manager
or group of managers. The company then becomes run by one man. Thus the
first step in developing capable department heads, store managers, district
managers, etc., is to define what these jobs entail. In these definitions
of duties and responsibilities, it is paramount that responsibility at
every point be maximized. In this way, every job becomes a challenge and
the person filling it is required constantly to "reach" beyond his present
capabilities. In effect, once jobs are defined, and duties and responsibili-
ties delegated and appointed, the process of development becomes, for the
enployee, largely one of self-development.

Necessity for Programming

But this is not to imply that personnel development simply "ocours."
It is a process which evoives from careful planning - organization planning,
if you will -- of which division and definition of duties and responsibili-
ties is but one step. But lest we get ahead of ourselves in eagerness to

establish the importance of responsibility in employee development, let us



start av the teginning,

Historically, development ol moaccerial cizillc hos beon 1ol

o~

prinerily to the individual., Conscious progsrwns were felt to contradic
onc of the oldest terets of free cnterprise -- that monosenent coustituted
a form of automoticully replenished hierarchy. Syubolic of this hierarchy
was the scll-icde mon who rose throush o competitive sgysten uhich dictated
that only the able will succeed in obbaining promotions. Due to nepotisn
and the increasing complexity o husiness, thic cystem was nodified some-
vhat, in a haphazard way, but enoush outstanding individucls roce throush
the ronks under their own power to maintain a Horatio Alger traditiom.
Planned proposals for development met with considerable resistance due to
cost of creating new jobs and rotating men from depurtment to departucn
and division to division before thsy can learn enoush to "pay their way."
Further grounds for skepticisnm involved the difficulty in establishing the
characteristics of a good nenager and, beyond this, in appreising managerial
ability.

But, os we have seen in the first chapter, various influences
have becn ot work which have induced a metamorphasis in management philosophy.
In todoy's lurser and nore complex operation, enphasis has changed fron

supervision of worlz to supcrvicion of people. Tuwo basic recponsibilities
1 7

£

define the good munager and zare frequently uced as criteria in ratings:
1. That he lknow how to handle pecople and gain their cooperation
on tihwe jot.

2. That he develop under nin those who are promotoble, including

onc or wnore nen capable of Liiing over his owm job.

4, he executive cvcluation chart of the CGrond Union Coupeny includes ruilings
on such characteristics as Developnent of People, Abiliyy o Influence cnd
Iiepire Others, Cooperation, and Cocrdination. See Clicpter 5 {or o mnore
letiiled treatment of this cubject.
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We have seen that expanded operations and decentralization have
created a vastly greater number of responsible positions. In addition,
complexity of modern business has placed emphasis on functional speciali-
zation, especlally at the planning or staff level. The result has been a
sharp increase in the ratio of managers and executives to employees. And,
as mechanization tekes hold, there is likelihood that this ratio will
increase even more. In Swift & Company, meat packers, there was one
executive for every one hundred employees in 1923. While the number of
employees has increased by 50% since then, the number of executives has
increased by over 400%. Thus the ratio today is one executive for every
thirty-five employees.

An Example of a Plan for Employee Growth and Development

Ope company has attempted to solve this problem by a program of
management development which glacaa emphasis on the principles of maximum
delegation of re;ponsibility. It has outlined five steps, the first four
of which involve planning and the last actual execution:7

1. Analysis of all operating functions and responsibilities
within the company.

a) Alignment of functions and removal of conflicting
responsibilities.

8
b) Preparation of an ideal organization chart.

5. Portune, Bringing Up the Boss, May, 1952.

6. The United States Rubber Company. Ibid.

7. This process requires a number of years to accomplish. For example,
Standard 0il Company (California), one of the leaders in executive
development programs, planned on five to ten years to complete the first
step alone. (Refer. Holden, P. E., Fish, L. S, & Smith, H. L. Top
Managemont Organization and Control, Stanford University Press, Palo Alto,
California, 1941).

8. This does not conflict with what has been said of organization charts
(Gf. Chapter 1). We speak of "ideal" here with reference to formal
organization.



2. Classification of executive and managerial jobs as to
function and skill.

a) Write job descriptions

b) Eliminate conflicting duties

5. Teake inventory and appraise present managers.

a) Assess the performance of all executives on
their present jobs

b) Appraise their potentials

4. Prepare a replacement schedule.

a) Establish manpower specifications (age, education,
experience, physical requirements) for each management
job

b) Classify these specifications into related groups

c) Chart the most likely replacements for each job

&) Plen the routes for advancement

5. Develop the people

a) Active methods such as
1. Job rotation
2. Line and staff assistants
3. Participation on comnittces
4. Multiple management9

b) Passive methods - schools, conferences, etc.

It is evident that any one of these steps is a prodigious
undertaking in itself. Although maximum results can be best achieved

by taking the five steps in sequence, a start with any one is a move in the

9. Use of "junior" boards to assist the "senior" board and thereby use
inereased responsibility to develop managcrial potential. (Cf. McCormick,
C.P., The Pouer of People, Harper & Brothers, New York, 1949.)
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right direction. It is understood that some subjectivity must enter
(for example, in menagement appraisal) but painstaking effort along
these lines can save a company a considerable sum over a hit-and-miss
system which fills vacancies as they occur end fails to recognize and
appraise future needs.

Job Rotation

Let us attempt now to determine how the active methods of
development properwemphasize employee development through division of
responsibility. One method is through job rotation. An illustration
is the planned eighteen-month management training program of the Grand
Union Gompany. Selected trainees spend specified periods of time in all
the specialized phases of food store operation, warehousing, and
administration. Each phase represents essentially a familiarization course.
Most of the training is on-the-job training. The program has the advantage
of providing needed generalists for future jobs as assistant managers,
store managers, énd positions in higher management. Although cost to
headquarters is high, savings can be effected by creating as few new jobs
as possible, and by assigning trainees to those stores where help is most
sorely needed.

"Assistants-to"

A varietion of job rotation is use of assistants, ranging from

10
assistant store managers to assistants to top officials. The efficacy
of this method depends totally on how much responsibility the particular

position entails. At the assistnt manager level, where duties are likely

10. An assistant store manager is a line operating position which is
functionalized if it includes responsibility for supervision of
grocery operations. An assistant to a top official is usually a
gencral staff position. See Chapter 4 for distinctions between
line and staff functions and authority.



to be nore clearly defined, the technique may prove very advantageous.

As omne proceeds upward in the company and responsibilities are fixed

in =& more general way, success or failure depends more on the informal
pexrsonalities of official and trainee.n A further possible disadvantage
to wse of general staff assistants is that selectees may beget "fair-haired
boy * reputations which can be detrinonial to themselves and to the morale

of o©+thers in the organization.

Mul tiple Management

The multiple management plan conceived by McCormick & Company
of Baltimore in 1932 is perhaps the most progressive method of menagement
dewvelopment yet devised.12 "Junior" boards are appointed to assist the
"senior" board in solution of company problems. Members are dropped and
ad ded by election of their fellow board members who prescribe what
cha racteristics need be developed by e person dropped in order to gain
re—election. Although the plan may be time-consuming and costly, it imbues
& 8sense of particiration among board members and acts as an incentive to
YOoung and ambitious employees. Multiple management appears to have top
POtentiality in the development of future managers and executives.

Assipgnment to Committees

Assigmment of individuals to comuittees to work on special
PrOjects is a useful method which has proven successful in many cases.
Cormuj ttees are being used incressingly as a management tool. Oftentimes
they are misused. A comuittee should be viewed as a staff function. It
ctnnot make a decision, nor can it remove responsibility for a decision.

Only individuals make decisions in the real sense.

—_—

11. Though, as we have secn in Chapter 1, elements of informal organization

exist at all levels of a company.
1o

McCormick, op. cit.
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The purpose of a committee is primarily to advise a responsible
executive as to a course of action. Thus, for the committee membership,
there is no administrative or supervisory responsibility. As a training
method it derives its benefit from interchange of ideas -- getting the
other fellow's viewpoint. Participation on committees will not encourage
assumption of responsibility if the emphasis of the chairman is on arriving
at a decision. The inexperienced participant masy be pressured into levelling
or agreeing with his more experienced or superior colleagues. Eventually
original thought becomes stifled and the committee becomes dominated by
one man or a small group of people.

Accountability Must Accompany Responsibility

An individual to whom certain responsibility has been assigned
should be held aceountable for accomplishment, otherwise he will probably
work poorly. Accountability is inherent in delegation of responsibility.

If an employee is to be held accountable, it is necessary that his
performance be defined, preferably in quantitative terms. An employee
should not only be told what level of performance is expected, but he should
receive reports from time to time "to let him know where he stands."

A subordinate must be held accountable to one and only one
superior. No man should have more than one boss. If he does, conflicting
orders will be issued and friction will result. A particularly
objectionable form of dual accountability ocecurs when a subordinate is
asked by a superior's boss to judge his supervisor's work. Another, nore
generelly applicable form may be even more deleterious to coordinated effort.
This conéerns the question of accountability in staff positions at various
levels of the company. A staff assistant on a division lcvél is accountable

to his division manager. The corresponding staff section in the central
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office may, howvever, prescribe techniques at all lecvels to foster
uniformity. Conflicting situations must be avoided by maliing changes
. 13
and revisions only with pecruaission of division managers concerned.
Sumary

There are, then, five clementis involved in developing people
in an orsanization through emphasis on maximizing responsibility:

1. Eaployees must be given opportunitics to perfomm.

2, Superiors must advise and train subordinates, rather than
direct and prescribe. The function of a superior may be viewed as similar

to that of a coach.

3. Superiors must create a team among subordinates., This is
accomplished through motivation. (See Chapter 7).
4, Relationships between superiors and subordinates must be

characterized by mutual confidence.

5. The superior must set the standards of performance,

Mr, H. Frederick Wilkic has stated the problem suceinctly, when

he wrote:

One of the tragedies of conventional business is that

it grooves men and women, that it limits their horizons
immediately and keeps them limited indefinitely., Only

a few ever emerge to become leaders in the real sense

of the word. These men are largely products of a bizarre
combination of, luck, unusuacl individual ceapacity, ond
availability.l#

Having def'incd the problea as one of breadenins responsibility,

and having indicated several methods throush which it may be accomplished,

15. For furthcr discussion on this point, cf. linc and staff authority
and relationships (Chapter 4) and problems in decentralized managciucnt
(Chapter 6).

14, uilkie, H. F., 4 Rebel Yells, D. Van Nostrmnd Company, Inc., New York,
1946,



we are prepared to tackle the next question. How do we pet people to

cooperate? We shall deal with this subject in the following chapter.



CHAPTER 3

Commmunications in Business Opcration

The "Welding" Agent

Cormunication is basic to establishment of cooperation and
maintenance of control. Without communication there is no authority and
without authority there is no control. Absence of control breeds dis-
organization and loss of efficiency results. And inefficiency detracts
from optimum fulfillment of responsibility. One of the first responsibili-
ties of management therefore becomes one of engendering cooperation among
employees in such a mamner that they make maximum use of the resources at
their disposal.

Man is not, however, cooperative by nature. Each person is an
indivi&ual with potential in many different directions, but without a
prescribed role in the material sense. He is born with capacity for both
cooperation and conflict. The problem is to motivate him to cooperation
so that he uses his abilities to his own advantage and that of the
organization. The solution involves showing employees how their individual
well-being is associated with that of the organization so that a group is
created wherein all members work toward a comaon goal. This unity of
purpose is accomplished through effective comrmunication.

Therec Must Be Mutual Understanding

But communication depends upon understanding. Understanding by
a superior involves understanding of his own position, the position of his
subordinates, and the relationship between the two. Understanding runs
the gamut of degree from mere intuitive familiarity, classification of

attitudes and behaviors, and ability to follow directions, to more complex



abilities to evaluate und prediet, identily crusec, nd integrate an

isolated event into a whole. Laployee satislaction and developuent

possible,

The supervisor is the non responsible for creating a cooperative
clincte. He does this not primerily by his lknowledre, authority, or
personality, but throush use of wvords. Lenguage is necessary to commupicato
ideas and feelings and rejulcte activities. The difficulty is that words,
whether spoken or written, have different meanings for different people.

Jords, per se, have no power. A supervisor's %ask is to assure appnlication

of the intended meaning. This does not mcan,'howcvcr, that in conveying
infornation he should becoue involved in a senontic impasse, groping as it
wvere for the exact word to fit his izcaning. What it does mean is that, in

his instruction, he must be certain that both he and the worker have a similar
reference in mind. This presupposes creation of similar interests, goals and
attitudes. There must be mutual understanding before there is cormmunication.
The degree of understanding sought is dependent upon the desree of cooperation
required.

Cormmunication, then, nust be reciprocal. There must be understanding
or there is no comwnication. \hen a superior gives an order to a subordinate,
he wants to know whether the subordinate understands. Usually a subordinate
signifies understandins by some appropriate response. This 1s known as
"feed-back." "Feed-back" is essential ‘o mutunl understondins and hence to
corrmunication. Therefore, wien upward and downward conmmication are differen-

tiated, "straw nen" are creaied. Coutaunication is, by definition, two-uway.
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In order to improve corraunication we must first study the
relationship beiweon supcrior and subordinate. A superior is not
often rezarded as "one of the boys." Subordinates may tell him only
wnat they think he wants to hear. When sociul and administrative
distances are great, a superior becomes "wrapped in cellophane," isolated
as it were from the inter-relationships emong those whom he supervises.
To circumvent this block, it is necessary for supervisors to develop the
faculty of being good listeners and expréssing their ideas lest.

Oommunication is Motivational; Psychological Versus Autocratic Methods

We have secen that comunication is essentially a motivational
device. Motivational methods are of two general types: psychological
and autocratic.l The psychologicel method is characterized by a "we"
rather than an "I" management approach. It is democratic in that it
promotes participetion and a "working together." Autocratic motivation,
on the other hand, is authoritarian and places emphasis on discipline and
order giving. The more democratic form attempts to get things done by
arranging the situation so that an employce will discharge his responsibility
because he wants to do so. The distinction in the relationship betwecen
supervisor and workers under each method is illustrated in Figure 3.1l.
The left side shows the democraiic form. It shows no difference in level
between supervisor and supervised. It sugsests that the supervisor is
employee-oriented and gains cooperation and control throush leadership.
The right hand side shows the one-way activity characteristic of
authoritari:n control. Here the supervisor is manazencnt-oriented and

maintains a maxinwy of socizl distance between himself and his employces.

1. Bellows, R. M., Pcrcholory of Personnel in Business and Industiry,
Prentice-Hall, Inc., New York, 2nd Edition, 1954.




The supervisor gains acceptance through ideatification with higher
management. He has one goal, quite apart fron any consideration of the
goals of the workers.
PEYCHOLOGICAL AUTOCRATIC
Legend:
S w Supervisor

W — Worker

. . w W W W W W
Figure 3.1 QConmparison of commmication flow in

psychological and autocratic methods of motivation.

The psychological method of motivation does not abandon discipline
and control. Everyonc is not permitted to "get" what he wishes. Nor is
supervision divorced from management. Enmployee-oriented supervision is most
effective when the supervisor is influential with his own superior.2 In
other words, democratic management must be practiced from top to bottom in
an organization. The democratic approach accomplishes group discipline
through participation rather than imposition. It is, simply, using informal
aspects of organization. Psycholozical motivation seeks to reconcile conflict-
ing attitudes and solve probleus without creating newer and more difficult ones.5

Distinctions between autocratic and psychological methods of commun-
ication is further illustrated in Figure 3.2. Differences are shown as they

relate to decision making, communicating decisions, control, and the role of

the supervisor.

2. Journal of Social Issues, Leadcrship Within a Hierarchiccl Organization,
Pelz, D. Q., Vol. VII (1951), pp. 49-55.

5. Maier, N. R., Principles of Human Relations, Joln Wiley & Sons, Inc.,
New York, 1952,

4. Bellows, op, cit., p. 53.



PSTCHOLOGICAL

Group discussion of problems

27 -

Decision Maicing

Decisions nmade after group concurrence

Decision-meking recognized as a

training problen

Feelings of group members analyzed and

recognized

Social climate snalyzed and recognized

\

AUTOCRATIC

Absence of participation by group
Depree of concurrence unknovm

and disregarded
Decision-making regarded as a

prerogative of management

Feelings of group members unknown
and disregarded

Social climate disregarded

Communicating Decisions

Participation and mutual understanding

necessary

Workers discuss with supervisors and

among themselves

Psychological

Staff organization emphasized
Social pressure

Comnon goals

Training and counseling
Non-directive

Problem solution

Employee~oriented

Member of "in" group

Leader who has leader skills
Group discussion moderator
Morale survey analyst
Expert

Counselor

Control

-

Orders by fiat; understanding
not necessary

Boss arbitrarily tells worker

Logical;legal

Line organization stressed
Supervisory pressure

Diverse goals \
Discipline; enforcement
Directive

Shift from one problen to others

Role of Supervisor

Production and company oriented
Member of "out" group

Dictator

Boss

Authority

Comander

Director

Figure 3.2 Comparison of psychological and autocratic
modes of communication



Implications i'or Management Development

The implications of the recent trend toward group solidification
through democratic communication are far reaching for development of
leadership potential., Leadership and managerial activity are dependent
upon soclial and working relationships in group activities. Thus, in
measuring and fostering potential, emphasis must be placed on such techniques
as situational tests and role playing, whereas in the past it has been done
almost exclusively by psychological tests and training activities which
attempted to isolate the individual from his prospective environment.

Management development programs of the future must stress lecarning
of’ certain leader skills, based on the social psychology of employee moti-
vation. The trainee needs to learn, through systematic and planned procedures,
how, for example, to moderate a group discussion. He must be taught an
objective rather than a subjective attitude. He must have an opportunity to
acquire sufficient knowledge to enable him to command prestige in the eyes
of the workers. In other words he must be capable of relying upon facts, -
rather than upon his position, to encourage acceptance among his subordinates.

These principles for the developuent of leader-supervisor set the
stage i‘oroa. new view by management of motivation and control of employee

behavior, They will enable supervisors to set up the necessary psychological

conditions for fostering the satisfactions employees can derive from their

jobs.

\_-

5. g ournal of Applied Psychology, Study of Executive Leadership in Business,
BrOWl’le, cc G., VOI. mIII 19497’ p. 526.

0. Maier, op. cit., p. %0 ff.



Perhaps the most valuable use to which comaunication can be
put is in establishment of attitudes. For a man is largely what he
thinks he is. A story which wus heard recently indicates the importance
of attitude:

Two workmen were breaking stone for the foundation of a large
cathedral which was to be erected ncar the site of their workplace. A
top level supervisor walked by and asked the first man what he was doing.
He replied rather disinterestedly, "Oh, I'm breaking stone." The
supervisor proceded to the second man and asked him the same question.
This man raised up and reported proudly, "Sir, I am building a cathedral."

Communications Initiated by Management

How can we go about striving to induce an attitude exemplified
by the second workman? A number of techniques are in use all of which
stress the giving, recveiving, or exchange of infome.tion.7 Communication
is introduced by management through use of posters, bulletin boards, house
organs, letters, annual reports, handbooks and manuals, and pay inserts.
Suggestion systems, employee polls, and attitude surveys are designed
éxpressly for upward communication. Communication channels include collective
bargaining and grievance procedures, meetings and discussion groups, counsel-
ing ang interviews, and training courses.

Posters and bulletin boards should be used to share information
in which employees are intcrestedand which will be of benefit to then.
They should depict a story in a precise way with a minimm of reading time.

M°33&ges must be current and promote positive action. They must not be

Used simply to convey warnings and "don'ts." Letters from headquarters

\—
1.

Heron, A. R., Sharing Information with Emplovees, Stanford University
Press, 1942.




usually neet with considerable success. They receive a high degrece of
readership and serve to encourage pride in membership and a feeling of
individual importance. Pay inserts are less helpful due to the employee's
preoccupation when he receives his pay envelope. Lmployee manuals and
handbooks are useful in establishing favorable attitudes, particularly in
the critical early days of employment. As with posters and bulletin boards
their advantages are minimized when they are used primarily to convey company
regulations. In the house organ an employee can read of himself and his
tfriends and obtain information on company officials, latest policies, -
promotions, and benefits. House orguns are particularly et'i'ective when
enployees are allowed to participate by originating articles or submitting
contributions for publication.

Communications Initiated by waployees

The tangible benefits which may result from employee suggestions
include increased output, greater safety for workers, better working
cenditions, and lower costs through more efficient operating techniques.
Intengible benefits include fostering a feeling of belongingness with
resul tant improved relations between menagement and workers'. The critical
Point in guccess or failure is determined by the use and acknowledgment of
submi tteq suggestions. Mere lip service is worse than no plan at all for
it breeds loss of confidence. Sugzestions which are used should receive
financia) reward and recognition in the company organ. Employee suggestions
are particularly advantageous in that they start at the point at which the
Té8earch man arrives only after considerable study to determine the problem.
EmP1°.Yees become rescarchers every time they consciously think about how

. 8
Yo inprove their own performance.

\

8. Seinwerth, H. W., Getting Results from Sug;estion Systems, McGraw Hill

ook Company, Inc., New York, 1948,



Attitude surveys which attempt Lo determine worker morale are
a relatively new technique. Interviews and questionnaires designed to learn
of attitudes are best given by an outside agency, as employees may not be
as willing to be fully objective with their own superiors. Counseling may
be used for commumication with advantage to both worker and management.

In some firms, such as Western Electric Company, data obtained from counsel-
ing are tabulated, analyzed, interpreted, and used as a basis for future
policies and practices.

A suggestion system may serve as a "training" agent. Oontacts
through a suggestion system foster personal development and self-improvement
by pointing out to the employee where he is right and where he is wrong.
Progress and growth depend in part upon knowledgze of results. "Am I on the
right track?...Am I doing all right?" The worker likes to have answers to
these questions, and when they are given to him, he tends to grow.

Communication as a Control Element

But providing employees with indicators of their progress requires
formulation of certain yardsticks which may be thought of as controls.9
These controls are exceedingly difficult to effect because of the dual
nﬁturo of the situation which the administrator is attempting to control.

On the one hand he is trying to control the economic objective of the
enterprise; on the other, he is trying to control concrete human behavior
in the cooperative situation, which is the only means through which the
common objective can be attained. The same standards may not be conducive
to controlling both. Stendards or yardsticks can only be used to foster

personal efficiency when the individual and the group of which he is a member

are working together as a team. The supervisor nust use controls as incentivess
S P

9. For especific techniques, cf'. discussion on merit rating in Chepter 5.
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applying them with discretion and judgment, in order to secure the cooperation
of his group in attaining the economic gozl. For the creation of cooperation
through mutual acceptance of cormion goals is the ultimcote aim of all

cormunication in business organization.



CHAPTER 4

Aspects of Authority

Theory of Authority

Authority is the character of a communication in formal
organization by virtue of which it is accepted by a member as governing
his contribution to the cnterprise.1 Authority then involves the
acceptance of a communication as authoritative and the character of a
comaunication by virtue of which it is accepted. If a directive or
order is accepted, its authority for the person accebting is established.
The order becomes his basis for acting. The decision as to whether an
order has authority does not reside with the person who issues it, but
with the person to whom it is addressed. Authority, therefore, rests upon
acceptance or consent of individuals.

An individuel within an enterprise will accept a comnunication
as authoritative only when four conditions are fulfilled:2

1. He understands the comuunication.

2. He believes that it is consistent with the purpose

of the organization.

3. He believes that it is comwpatible with his own

persoral interest,

4, He is able to comply.

Thus, acceptonce of authority by an employee is governed by the nature of

the order, recognition of consistency between individual and organization

goals, and the individual's interaction with his social environment,

1. Barnard, C. I., The Functions of the Executive, Harvard University Press,
Cambridze, Massachusetis, 1936.

2, Ibid.




Comraunications which are not understood have no authority.
Until interpreted they have no meaning, and tie recipient can at best
ignore thewm or simply respond in any way in hope that it is in compliance.
The importunce of understuanding for mutual acceptince, discussed in the
preceding chapter, is further illustrated. Without understanding, there
is no real authority. Many orders are issued in genersl terms. Perhaps
the prinary function of' an intermedicte monager or supervisor is to
reinterpret the intended mcaning of orders as they apply to a specific
situation and be certain that his subordinates understand his interpretation.

A comaunication believed by the recipient to be incompatible with
.the purpose of the organization, as he understands it, will not he accepted.
When it is necessary to issue an apparently conflicting order, it must be
explained and denonstrated that the inconsistency is not real, Otherwise
orders will cither not be carried out or executed poorly. Furthermorec,
individuals nust sce that it is to their own self-intersst to comply. When
they cannot, absenteeisn, tufnover, and melingering result.

Authority in Practice

There exists within cach individual a "zonc of indifference"
within which orders are acceptable without conscious questioning. AL one
end of this "zone" orders will be acceptable; at the other end, undcceptablc.
Orders which lie within the "zone" were anticipated at the time of placement.

The width of the '

'zone of indifference" will depend on the degree to which
employees are induced %to contribute to the orzanization.

This concept of "zone of indiffercnce" gives rise to the aore
usual concept of authority as proceding froia the top down. An individual

~oes to work for a company and submits his sizills and sbilitiec in expectance

of receivins in return personal need and want satisfaction. As long as a
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tal axice is maintained the fiction that authority resides in position is
us ciul because a comuunal sense influences the mobtives of both superiors

L1

and subordinates on most occasions. What is at stake is the good of the
orzsanization, Thus, an individu«l delerates his responsibility, for maliing
vh it is really an organization decision, upward, to those who are in a
be L. ter position to accept it. Tiwus we have the familiar authority of
rpossition. When this position to which authority is imputed is filled by a
pe xson who by superior ability, knowledge, or understanding comsands respect
and prestige, then orders will prove acceptable which lie well without what
wowrxld appear to be the "zone of indifference." This is the authérity of
leax dership.
We may formulate a number of factors which contribute to the
8c ceptance and workability of authority from the top dowm:
1. Lines of authority must be definitely established.
2. There must be a formal line for each individual in the
organization. He must know {0 whom ho is to report and
for whom he is responsible.
5. Lines of commnication should be as short as possible, as
language is susceptible to misunderstanding.
4, A conplete line of communicatidn must be used, i.e., an
order nust pass through every stage of its line of authority.
This insures that:
a. Responsibility is maintained.
b. Conflicting comnmunications are avoided.
c. The "left hand knows what the right hand is doing."
5. Persons serving as supervisors and managers nust be competent --

they must have lcadership ability.



6. Lines of authority must be continuous and unbroken.
7. Every comaunication must be authenticated., That is, the
person issuing must actually occupy a "position of authority."
Authority, must be delegated and must be coiraensurate with
responsibility. As we have seen, authority, to be most effective, should
be composed of authority of knowledge as well as authority of position.5
A nanager who has both is an effective leader. With only the latter, he
is but a titular head. Position may command compliance, but knowledgs
comnands respect. A superior can delegate only authority of position,

Knowledge is derived f'rom education and training.

An Example of Authority; "Bottoms-up" Management

Maximum delegzation of authority is essential to thorough employee
development. One of the pioneers in the food retailing industry in maxi-
mizing authority in order to develop lecadership potential is Mr. Franklin
J. Lunding, Chairman of the executive committee of Jewel Tea Company.

Coupany policy is predicated on whnt is known as a "first assistant" philosophy.
This means that every manager is first responsible for assisting his subordin-
ates in the solution of their problems, rather than the usual practice of
having subordinates assist the manager. This does not mean merely making
recomendations for improvement, but actually sitting down and grappling

with problems. Responsibility snd authority are placed as close as possible

to the actuzl work load and managers are expected to give advice rather than
issue orders. Managerial duties and responsibilities are not defined in

detail in company manuals. The theory is that detailed definitions inhibit
initiative and the company believes Lhat the man mekes the job. When frictions

occur, it is up to the top man in a depuartment to reconcile differences.

. In the line and staff organizational structure, a stuff oflicer must
rely wholly on the authority of knowledge, exc%pt within the limited
environs of his own immediste staff section. . discussion of line
and staff functions and authority below.



To set an example for his managers, Mr. Lunding guve up the job of

4
P res=ident in 1951 and became "first assistant" to Mr. G. L. Clements.

Awvuthority Must Be Made Commensurate With Responsibility

The scope of authority of anyone responsible for the work of
o tIiers must be made known to all concerned, particularly to anyone who

may” have to cooperate by carrying out part of an assignment.

Furthemore,
al x

changes in scope of authority must be communiceted to employees before

fx3i <tion can occur.

Although delegation of authority by a supervisor is sometimes
di £ Fficult (due perhaps to his responsibility, interest, and knowledge) he

ma =t meke real grants if he hopes to teach his subordinates to make decisions

axad  mature in administrative stature. Granting insufficient authority has
wxd esirable results. Work may not be done, and the supervisor becomes

di s appointed and perhaps critical of his subordinate, who feels that the

fa2 3 Jure is not his. A subordinate is likely to feel frustrated and resent-

fal because his opportunity to improve his managerial ability is thwarted
1"1’!1!‘<>1.1gh limitations on his decision-making authority. If he proceeds in an
at-t ompt to discharge assigned responsibilities without sufficient authority
he w3ill most certainly cause ill feeling amonz his workers. Conflict is
minimjized and personal development maximized by granting, at all times,

the authority necessary to carry out assigned responsibilities.
Li

——

Ne and Staff Organization; Functions and Authority -

Back in the early days of the first industrial revolution, when

indivjidual business enterprises were, for the most part, quite small, most

COomp anies were organized in a straicht line manner patterned after the old

—_——
4.

Clements, G. L., Jewel's "First Agsistant" Philosophy.
at the AMA Personncl Conference, February 23, 1951.

Address riven



military. Line organizations were characterized by complete grants of
responsibility and authority to ~uch departmnent head. Each hired and
trained his own men, each planned his own work and set standards of
performance. Each department was almost completely autononous.

As organizations became larger, responsibilities became many
and more varied. Qertain functions, such as employee selection and train-
ing, for example, became subordinated to the primary task of operations,
and hence were performed inefficiently. Although straight line organization
had the advantages of placing responsibility completely and directly
(eliminated buck-passing), and having a direct chain of command from top
to bottom, managers and executives became overloaded and efficiency was
impaired.

Frederick Taylor, in the 1880's, proposed a drastic change.

He felt that functions at various levels should be separated and the work

of one man at a given level divided among several, each with a specific
function. Each man vwould become an expert in a more limited sphere of
operation. The line form of organization was essentially retained, except
that subordinates called upon different specialists for solutions to different
problems. Each specialist had direct supervision over workers only so far

as his own function was concerned. The plan failed because of conflicts
caused by debates over jurisdiction and because of divided accountability,

but it was instrumental in the rapid development of the line and staff form
of organization which is used today by virtually every large enterprise.

In the line and staif form, line organization is retained, but
line officers are relieved of certain work which applies to all departments
and which requires specialized training. This work is transferred to staff
departments who are in charge ot these functions. The purpose of staff

departments is to serve line elements in an advisory capacity and assist



line officers in accomplishment of their work. Staff departments are
administered by heads who are responsible to line officers who are
relatively high in the orgenizational hierarchy. They may, however,
be appended at any point in the line structure consistent with the scope
of the particular staff service. Thus it is seen that in a line and staff
organization there are a considerable number of cross-contacts and
interrelationships at various levels and between levels which require a
high degree of cooperation and coordination between line and staff, line and
line, and staff and staff. In view of these interrelations and the sources
of conflict that may be engendered, it is necessary first to set down the
roles of both line and staff in the formal organization structure.
In order to differentiate between line and staff we may begin

by recognizing five functions of line officers:

1. They are concerned with the primary activity of the business.

2. They have authority to make decisions.

3. They have authority to initiate action.

4. They have authority to command

5. They are empowered with the right to create new jobs and

functions.
At this point it is necessary also to sumarize four fundamental

aspccts of line authority:5

1. Lire authority flows in a direct line from top to bottom.

2. Each supcrvisor has more limited authority than his

imm@diate superior.

%. Each supcrvisor is responsible for the actions of those

below himn.

4, Each person in the line has but one immecdiate superior.

o ——

5. Derived from its assifmaent fron below. Barnard, op. cit.



There are, similarly, three basic funclions of staffl officers:
1. They are concerned, not so wuch with the prinary
activity of the business as with providing advisory
assistance to line officers.
2., They can assist the line at any level and be so
attached.
5. They are only empowered with the right to recommend.
They can neither decide nor give orders.

But in order to justify their own existence, and not become
subservient to line of'ficials, staff officers are endowed with capacity
to exercise authority as well —- not authority of position, but authority
of superior idecas, derived from the scrvice which they perform. This
authority and responsibility may be no greater than that of the line officer
to vhom the staff section is immediately attached. Further, line authority
nmay not transcend to or be usurped by a staff officer.

In an increasingly large number of companies, the work of
managenent is divided according to functions. Since most of these functions
are specialized services, orcanization charts appear top heavy with stat'f.
This increase in staff functions is likely to create conflict beiween line

)

and starf. This potential to conflict is accentucted by the fact that

linc uen cannot elways ltcep up with all the technical aspects of their jobs,
Thuc, siaff men have of'ten assuned co.rxaand, or at least veto power, over the
line. Some svatt men, throu:ls power oi expert knowledre, ideas, or service,
have octually achicved indirect authoritly over linc operations.

Conflict need not necessarily result i the glur'l’ tuncilion in

orpenization is cleurly understood -- if staefll is recornized as existing
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colely to assist the line in control and cocordinction, Jhen staff assists
line in control it is usually on technicol nattcers concerning functions
which are continuous uvithin the ormonization. This control is primarily

in terns of standards establiched by the line. It is esscentially inspection
of perfomance to see whether it conforms to specifications. The information-
bearing, advisory, or coordinative function of stoff is usually assigned to
a genercl staff assistant., Rather than being confined to a particular
technical function, a general stiaff assistent is concerned with almost
anything which may be of interest to his line superior. He gathers facts,
does tmuch of his principalls "leg work," and saves time by analyzing and
digesting lengthy reports, He may be empowered by his principal to do

rnuch of the planning for his principal's approval and future execution by
"subordinate" line ofiicers.

Personnel Adninistration is Primerily a Line Function

In the following chapter the funection of the stoff in personnel
developuent will be considered. Specifically, the role of the personnel
department in pcrsonnel administration and employee satisfaction and growth
will be viewed., That but one chapter is devoted to specialization of the
function of employee development is in no way mecoant to minimize the importonce
of the personnel departuent. On the contrary, the procedure followed is designed
to maximize its importance by viewins it in proper perspective. In food chain
nanagenent today, operctions are pretty well standardized. Althoush it is
true that different chains have attained various levels of experimentation

with new procedurce, nerchandising methods knowm to one are pretty well

6. Moonecy, J. D., Tic Principles of Orsanization, Harper ond Brothers,
Tew Yorl, 1947. Mr. Mooney siates that staff service has threc phases —-
informative, advisory, and supervisory. The supervisory phase consists
solely of an ingpection Tunction.



!mown to another. The critical factor in a competitive situation is the
people who comprise the or-anization. Personnel developuient, then, is a
primary activity of a food retailing choin. Thus, if consistency with

principles of organization outlined above ic to be maintained, personnel
administration nmust be viewed first and forenost as a line function, It
is Tor this reason that the continuity of this paper has been such as to

stress the line organization approach to personnel developuent. For it is

sincerely believed that the success or fzilure of personnel development lies

wholly within the realm of relationships between superiors and subordinates,

If this thesis is accepted, then the necessary and vital role of the personncl

department in the development of men who will be capable of assuming future

roles of lcadership in a food distribution orzanization nay be considered.



CHAPTER 5

Specialization in the Function of' Personnsl Development

In the preceding chapter we have attempted to show the elements
of' both line and staft’ authority in the business enterprisc. ie have seen
hat staft’ departments arise out of a need for specialization of functions.
This specialization of function, and resultant creation of a staff depart-
ment, may have one of two roots: either the function is so highly technical
in nature (and removed from the primary funciion of the business) that it
requires a man with specialized abilities, or it is a general function
which applies equally well to all phases of the operation. Although personnel
adninistration has its technical aspects, specialization of the personnel
function is primarily justified by its applicability to all departments,
be they line or staff. In this latter circumstance, a function (personnel
administration, in this case) is seen as a responsibility of both line and
staffs This dual responsibility need be neither paradoxical nor a source
of conflict if' the roles of line and staff, as préviously presented, are
clecarly understood and practiced. What is of utmost importance is that
the specific scope and limitations of' the personnel départment are detailed
in such a manner that both line and staff know where the duties of one begin
and those oi' the other end.

There are a nuwaber of writers in recent years who huve proposed
that any division of responsibility betwecen line and stai'f for administration

1
oi the personncl function is detrimentzl to the morale of line of'ficials.

1. Notable examples of advocates of this "new" school of organization and
nanagenent are Drucker and Gardiner. For specific illustrations, ef.
Drucker, P. F., The Practice of Manasement, Harper & Bros., New York,

1954 (Chapter 21) and Gardiner, G., The Operating Executive and ‘he
Personnel Department, Personnel Series No. 121 (Personnel Functions and the
Line Orranization) American Management Association, New York, 1948 (p. 7).
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They claim that Taylor's scientific management, as exemplified by

extreme functionalization (from which our modified present line and staff
organization is derived), separates the “planning" from the "doing" and,

as a consequence, takes all the "fun out of life" for those who are charged
with responsibility of command and execution. Although these charges and
their f'ar reaching implications, within and outside the realm of personnel
management, may have reasonable grounds in certain instances, it is the
opinion of the author that each organization form has its disadvantages --
not so much in principle as in practice.2 Where pains are taken to define
duties and responsibilities in each case, and the departments concerned
are supervised for compliance, no detrimental effect is likely to exist as a
result of divided responsibility. However, it is not our purpose to make a
case for or against line and staff organization, nor to consider the pros
and cons of scientif'ic management. Rather, we are proceeding on the
assumption that a personnel department can be of vital assistance to line
officials in the development of people capable of assuming increased
responsibility.

There are a number of specific techniques which are useful to the
line manager in fulfillment of his responsibility for employee development.
In the remainder of this chapter a number of the more basic methods will be
examined and sn effort will be made to point out where they can be best
performed within the organization. Many food chains excel in utilization

of a number oi' these methods. In others, food chains might well attempt to

2. Many ot our most useful techniques are dependent upon scientific management.
Among these are: a) job analysis which tells us what duties a job entails
and is the very backbone of personnel msnagement and b) various methods
used for the development of leadership potential. To "outlaw" scientiiic
management would be to deny the net advantage we have derived from it.
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apply examples taken from other industries. \ith the expansion of recent
years and the dynamic changes which have characterized the "supermarket

revolution,"

it has been necessary in many cases, to forego formal programs
of personnel development. At best some chains have been able to outline
only the broadest plans. Future growth, indeed survival, of a chain super-
nmarket company is directly dependent on planning to fulfill personnel neceds.
With this in mind we shall briefly examine the following personnel tools:

1, Job analysis and nanpower planning.

2. Training and education.
7. Employee appraisal systens.
4, Jodb cvaluation and wage adiinistration.

5. Testing

Job .Jnalysis and Manpower Planning

Job analysis is a study wnich relatcs to the tasks that comprise

a job, and to the skills, special abilities, und rcquircments for succecslul
pertornance thut diftfereontiate jobs, described from the viewpoint of worker

4
characteristics. Thus, job analysis is designed to answer three fundamental
questions:

1. What are the requireuents of jobs to be filled?
2. How nany pcople necd to be developed (procurcd)?
3. What kind oi' people nced to be developed?

~
2
Job cualysis serves as w basis for all personnel pro-rans and policiec.

Y. Procurcent cihods arc not considered. The discussion is confined
pricarily to developiiont, aiileonance, and utilizution or the vorizing

< e

rorce especially us vicy can be besl used o acel fulure requirenients,

re Bellows, R. M., Pcyclioloryr oif Personnel in Busincss and Indusiry, Prentice-
Hall, Iac., Wew Yorl:, 2ud EZdition, 1954, p. 107.

. O unization plivinines must bepin with job analysis (Sce Chapter 1). Note
also that the first cteps in {lie United States Rul ber Company's eiccutive
aevelopacnt prosras (Chopter 2) are accouplished Lirouh job annlrysis.
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Althoush 1t is esceatial thal cvery line oificial know the elements of the
jobs tor wiich he is rosponsible, it would be unduly optimistic in a loric
co.pryy to cxpect any one line orricer to know the duties of cach job at
all levels. ince such'knowled:e is necessary for cstablishing a progronm
or employece develonmiont, the personnel department can be oi' inestinmable
value in compiling job descriptions, combining similar jobs, ond acting as
a clearing nouse for job inlormation. Thus, job studies are usuully made
by the personnel department with the primary purpose of assisting line
of'ficers by malcing statements of job duties and requirenents available to
them. In this way, both line oiTicers and the personnel director male
certain they are going in the right direction, a basis i'or division of
responsibility is provided, and a yardstick tor evaluation oi additional
developrient procedures is established. Figure 9.1 shows that nearly all

personnel policy f'ormulation and action relies to some degree on job analysis:

Personnel Research and Control- Work Methods and Simplification

Personnel Cost Analysis Vocational Counseling

Time and Motion Study Wage Administration
Aptitude Testing -Safety Administration

Selection Rescarch Job Evaluation

Couaunication -Biomechanics

Organization JOB Merit Rating

Recruituent ANALYSIS -~ Sclection

Placement———""’—"f~'

Figzure Y.1. Relationship of Job Analysis to other
personnel methods

Training



<o emy




-

Information i'or a job analysis moy be obtained t'rom three basic
sources:

1. Questionnaires submitted to incumbents and theilr supervisors.

2. Interviews with enployces oand supervisors.
5. Observations or work place audits conducted by an analyst.
The intormation obtained provides basis for a job description -- a statement
setiing forth the characteristics, duties, and responsibilities oi' a specific‘
job., The description, in turn, gives risc to a job specification which stztes
the requirements or standards which nmust be met by a person who is to fill
a job. The important fact is that e« job description and specification define
the ninimun acceptable stagndards for performance. Occasionally performed
functions should not color the overall description. Job descriptions derive
perhaps their greatest benef'it from information which is included relevant
to their relationships to other jobs, both from the viewpoint of procedures
and the organizational structure. Needless descriptions are not written and
an integrated pattcrn results. This is especially significant in maximizing
benefits to be derived from programs of training and development, Logical
routes may be rollowed in a system of “planned progression.”

Training and Education

In the broad sense of this thesis, training is not a phenomenon
whici is consciously imposed, but rather a benei'it which evolves from a fimm,
sound organization designed to facilitate development., As such, it is, first
and roremost, a line function, Although this is fundamental, line training
is rarely sufificient in itself. The personuel department must devise i'ormal
programs which supplemont mere training through experience. Whether a
training program is primarily on-the-job trainings or conducted at centrally

operated schools, conferences, or mect.ngs, it is user'ul only if line superiors



know i'or what their subordinates are being trained. Therelore, a job
analysis nust precede training as it provides the basis for deteruining
speciiically what is to be taught.

Some writers on the subject of training distinguish between

6
training of so-called "operative" employecs and training of executives.
While this distinction umay be useful in denoting differeaces in slzill
levels required to be tauzit, it is misleading in the sense that it indicates
that there is somehow a diiference in principles of training to be applied
under various conditions. It is evident that executive training will deal
with the development of different abilities (primarily formulation of
principle and techniques oi' supervising people as opposed to mastery of
specific skills), but the same principles of training effectiveness apply
to each.

All methods of training ultimately "boil down" to three basie
f'orms oi' teaching which are applicable regardless of whether training is
conducted on-the-job by line of'ficers or by the personal department at
centrally operated schools:

1, Informing

2. Instructing

5. GConferring
The process of informing has been widely used in the past. It involves
essentially the lecture method where only the trainer speaks for a specified

period of time. Hetention is poor as only about 25 per cent of the ideas may

6. Of., Jucius, M. J., Personnel Manageunent, Richard D. Irwin, Inc.,
Homewood, Illinois, 5rd Edition 1955.

7. For an application of these threc principles see the experience oi' the
United States Rubber Uompany as reported in Sales Management, November 1, 1947,
p. 1l2.
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be recalled at'ter two days. The instructing method places emphasis on
proper performance oi a specific skill. Lecture, demonstration and practical
excrcises are usuzlly involved and the trainees are permitted to ask questions
to clarity points in an attempt to improve their own understanding and
performance. This is evidently an improvement over the straisht lecture.
In recent years, however, the final method -- the confcrence -~ has found
more widespread practice. In the conference method, stress is placed upon
discussion in expectancy of "generating heat through friction created by
rubbing elbows together."™ In the discussion, trainees learn by sharing
experiences and thereby developing ideas. Emphasis is on promoting construc-
tive thinking rather than mere imitation. The trainer is a leader rather
than a symbol of authority. 8Since training is a fom of comaunication we
may relate the role of the conference trainer to that of a "democratic"
leader as expressed in Chapter 3. A serious drawback to the use of the
conference is that, if leadership is not expert, it may not provide discern-
ible norms or guideposts to direct future behavior of trainees. The
conference straddles the line between training and the broader concept of
education,

Education is concerned primarily with attitude establishment.
Raising the cultural level of employecs is becoming recognized as a primary
Tesponsibility of' business leadership. Education is designed to evoke a
wider appreciation on the part of the employee of his own role and the mutual
interdependence of himself as an individual and the orgzanization for which he
works. The aim of education, then, is to improve or maintain morale,
siducation is designed to improve the ability of an cmployee to adapt to

his environment. It attempts to improve his opinion of himself and foster






an understanding oi his role by showing him "the why" as well as "the how."

We shall deal with the subject of morale and its development more rully in
8

a later chapter.

Employee Appraisal Systems

Evaluation of individual employees has two aspects -- objective
.

end subjective. Objective appraisals seeck to measure an employee’s worth
in light of contributions made. Thus we have the characteristic methods
of judging a store manager, -- by the last line of the profit and loss
statement, by "overages" or "shortages" in invenlory, by labor turnover,
and so on. Variations, howevcr, exist among opportunities for different
maonagers. Furthermore, these objective mcasures are derived from a nuiber
of fuctors évcr which a manaccer oy have little control, Therefore,
objective appraisal alone is an inadequate mcasurce of on ewployee's value.
A complete ovaluntion requirce use of subjective appraisal as well.

Subjective appraisal plans attcuapt to o beyond mere employce
contrivutions and seck to determine those individual characteristics which
cause results and which cannot be measured quantitetively with reliability.
Objective appraisal systems get into the subject of profit control which is
beyond the scope oi' this paper. ilhat follows applies especially to subjeciive
evaluation, comnonly lknown as merit rating. Yet both subjective and
objecltive measurcs arc required for a {air and thoroush appraisal.

The personnel department is ordinarily responsible for iritioting
a nerit rating plan. Introductiion by the person.cl depwrtment incures
wnirornity oi rating procedure and consistency of caaracteristics rated
I'rom supervisor to supervisor throuchout the line orianization. Further-
morc, the central personnel departuient is wore ideally equipped to maintain

records of all rateecs, The ratings themselves, nuct be adizinistered by

limediate line supervisors, however, as they ure in the best position to

5. Ci. diccuscion in Chapter 7.



judge their subordinates,

Ten purposes of merit rating have been proposed by the National
Industrial Contecrence Board in a survey of ninety-four companies:

1. To help decide who shall be promotecd, decmoted, or given
pay increases.

2, To discover workers' weaknesses as a basis for planning
training.

3. To uncover exceptional talents.

4. To furnish a basis tor discharge of totally unfit employees.

5. To help higher supervisors learn how each employee is appraised
by his imnediate supervisor,

6. To help higher supervisors judge the tairmess, severity, or
leniency with which their subordinates judge their people.

7. To aid in assigning work in accordance with ability.

8. To serve as a check on employee procedures generally, and
interviews and tests specii'ically.

9. To stimulate people to improve.

10, To develop euwployecs' morale by fostering confidence in
9
managenent's fairness,

Space does not permit a detailed analysis of the advantages and
disadvantages oi each of the merit rating plans. There are, however, scven
ncthods currently in use:

1. Graphic rating scale
2. Forced distribution

7. Man-to-man comparison

9. Personncl, Developing an Employee Merit Rating, Procedure, Bittner, R.,
Vol. XXV, No. 4, January, 1949, p. 277. Note that the advantages to
the line are emphasized in this statement of purposes.
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Renking (order of mcrit)

Check List
10

4,

5. Paired comparison
6.

7. Forced choice

The graphic rating scale is by far the most widely used, due primarily to its
simplicity and ease of application.ll It is composed of a list of traits
with a divided scale next to each on which the rater marks the degree to
vwhich the ratee possesses given characteristics. To provide assistance

to the rater and promote uniformity emong raters, it is best to define each
trait and to describe the meaning of each division on the scale. To eliminate
"halo" it is desirable not to number the various divisions of the scale. An
extract from the executive evaluation chart of the Grand Union Company (Figure
5.2) will serve as an example. Note that the trait and each degree thereof
is defined for the rater:

DEVELOPMENT OF PEOPLE

Definition - The Poor judge of Plays favorites and Has good appreci-
faculty of selecting people and job is prejudiced in ation of organi-
right personnel to requirements. judgements. Train- zational values
£it job requirements Tries to do ing ability poor. and attempts to
and to train everything Overburdens self improve through
subordinates. himself, with detail. proper selection

and delegation of
authority. Trains

satisfactorily.
Appraises personnel Has keen ability to
rether accurately. train and select key
Successful in subordinates. Delegates
apportioning work authority very effectively.
load., Builds Wholeheartedly interested
sufficient organization. in company and personnel.

Figure 5.2. Example of use of graphic rating scale.

10. For an excellent appraisal of the merit and utility of each of these plans,
consult Bellows, op. cit., chapter 17, p. 377 ff. The primary responsibility
of the personnel department in administering any one of these plans is to
instruct line supervisors in their use in such a way as to meke possible
future administration by them, independent of the personnel department itself.

11. In a survey of 125 companies, 106 (85%) used the graphic rating scale.

(Personnel Journal, Some Common Errors in Employee Merit Rating Proctices,
Mohler, W. R., Vol." XXVI, 1947, p.68)




Again, as in planning a training program, it is necessary to
begin with an idea of what characteristics are important -- just what it
is that is to be evaluated. Job analysis provides the basis for determining
the traits that are important and will be appraised.

Job Evaluation and Ware Administration

Job evaluation is a system whereby jobs are rated and compared for
the purposes of determining wages. Most of the available data on job
evaluation in the field of retailing has been taken from department stores.
One survey indicated that about one-third of retail establishments used one
of several forms.lz 8till another survey in 1951 reported that only 22 out
of 207 department stores employed job evaluation plans, but that an additional
62 organizations were then installing or planning to install prOgrams.15

Frequently in a work situation, relative wages are more important
than absolute wages in determining employee morale. A given employee may be
well satisfied with his pay until he learns that a fellow worker who is doing
substantially the same work is paid at a higher rate. Job evaluation is
designed to remove such inequities and thereby remove a potentlal source of
worker dissatisfaction., Four basic methods are in use:

1. Ranking
2, Olassification
3. Point method
14

4, PFactor comparison

12, Bellows, R. M., Estep, M. F., and Oox, D. F,, Department Store Personnel
Practices Survey (unpublished report), 1947.

15. Personnel Series No. 2, Job Evaluation in Department Stores, Spriegel, ¥.R.
and Lanham, E., University of Texas, Austin, Texas, 1951.

14, PFor detailed description see Bellows, op. cit., p. 410 ff.
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All of these methods propose to teke the factors which enter into a job
from the job analysis, and either qualitatively or quantitatively assign
a woight to each relative to the degree to which a particular factor ie
found in other jobs within the company. OCommunity and industry wege
surveys are then made and comparable wage rates assigned in accordance with
the results of the job evaluation. Because of union demands for uniformity
and the difficulty and complexity of establishing a company wide wage
structure, it is recormended that job evaluation and wage administration be
performed by the central personnel department. However, collaboration with
line officers in formulating a wage plan is essential,
Testing

Although tests are considered to be of use primarily in the
selection process, they may find application at almost any point in en
employee's work history. The idea behind testing is to attempt to determine
en employee's present ability to do a certain job and his likelihood of
future success. The majority of recent attention in this area has been
focused on psychological testing which attempts to measure the characteristics
of a man. Psychological tests have been more successful in predicting failure
than success as candidates may not do well for reasons other than lack of
ability. Many administrators have been skeptical of psychological tests
because of the difficulty in validating them, Doubtless a number of worthless
tests have been placed on the market, but many are valid and reliable. A
test can be an expensive luxury, so it is mandatory that, if an investment
is made in a testing program, tests be devised or bought which measure what

is desired and that they then be fully used, not as a single predictor, but

in conjunction with other methods.
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Tests are best used when cut-off scores are first established.
Candidates who exceed the top limit may prove bored and hence dissatisfied
on a givén job, while those who do not exceed the lower limit probably will
not have the necessary ability to aucceed.15 A profile is then set up for
the various characteristics at each limit, Each candidate's scores are then
pPlotted against the profile on each of the traits to be measured. A
selector can see at a glance whether a candidate's profile falls within the
predetermined limits.

Of more recent interest are "situational®” type tests for potential
managers, supervisors, and exeéutivea designed to test leadership ability.
These tests were developed during the war as "leaders reaction tests" and
12111;3 recently found application in business. There is still much research
Tto be done in the field of leadership, but it ig now recognized that leader-
ship is dependent as well upon the situation as it is upon inherent individual
characteristics. As the group concept of leadership (as a process of inter-
a.ction) gains wider acceptance and recognition, it is likely that increeased
emphasis will be placed on testing methods which involve people and a
83 tuation. Por it is indeed difficult to predict what a man will do in a
PoOsition where he is charged with supervising people, when the prediction is
based upon a test administered in "isolation."

With this increased emphasis in measuring performance in an
OPerxrating situation, it becomes mandatory that tests be introduced in such
& manner as to be readily administered as far down the line organization as

e ———————

15. No doubt many good candidates are lost in this way, but if limits are
realistically established they will include the greatest percentage of
likely successes and, by the same token, eliminate probable failures.
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test subjects are to be placed. Thus, line officials must be instructed

not only in methods of test administration, but in methods of interpreting

results,
In this chapter we have attempted to indicate a number of personnel

techniques which find use in personnel development. Many are somewhat

specialized and "technical" in character and hence justify use of a personnel

department to assist line supervisors in their tasks. These methods are

inwvaluable as means to the development of people, When the personnel
department utilizes these techniques as ends in themselves, however,
cooperation is not gained from line officials and conflict is likely to follow.

In the "ideal organization", the personnel department has the responsibility
Oof +training line supervisors in administration of these techniques. Line
of'ficers, then, become more actively interested and self-reliant and the

P exsonnel department fulfills its primary functions of offering advice and

assistance.



CHAPTER 6

Determination of Span of Control

The Problem

One of the most basic decisions in the process of organizing
concerns the number of people that one man can most efficiently supervise.
Can we arrive at an ideal unit of supervision? It is the purpose of the
Present chapter to explore the span of control concept, the means by which
"optimm" span of control is achieved in a given organizational situation,
and how these means may be utilized to develop managers and executives for

expanded food chain operations of the future.

Span of Control Defined; Pyramidal Versus "Flat" Organization

Span of control is defined as the number of subordinates that
Oone executive can properly oversee.l Wide differences of opinion have led
Tt o the development of two schools of thought as to what this number should
be . One school advocates a pyramidal organizational structure with tight
control from the top and relatively little delegation of authority. Pro-
Ponents of this form of organization reason that an executive can supervise
Ornily a minimun number of subordinates. Others, however, favor a flat
8t xructure with greater emphasis on delegation and fewer levels of command.
Those who favor the flat form feel that a looser span and less thorough
8up ervision are more democratic and provide the incentive for greater

emp 1 oyee initiative and improved morale and operating efficiency.

—_———
1.

Moore, F. G., Manufacturing Management, Richard D. Irwin, Inc., Homewood,
Illinois, 1954, p. 51.



Spaa of Control at Lower Levels

There is, unfortunately, no hard and fast law which we can apply
in solving this dilemma in all cases. Experience has shown that there are
def'inite limits to the number of operative employees who can be personally
supervised by a minor supervisory executive. One author advocates one

2
supervisor for every 20 to 30 employees at lower supervisory levels.

Still another has concluded that 25 is the optimm mzmber.5 More recent
estimates based on observations of the steel industry indicatei that 18 to
26 men coulc.i be best supervised by one first-level supervisor. For most
concemns the range for an optimum unit of lower level supervision seems to
varxry from 10 to 30 employees. There are a number of factors which account
foxr this range. Rapidly changing situations usually make it necessary to
&3 ve more frequent instructions and direction and hence exercise closer
8upervision of performence. Operative employees who are well trained in
their work and indoctrinated and oriented toward a single corporate purpose
require I;sa supervision than those who are not. Wide physical dispersion
OL elements generally demands a smaller supervisory unit as the difficulties
in exercising face-to-face leadership increase with loss of contect between
B8upcrior and subordinate. Allied to this factor is the necessity for

€2 ercising visual control of operations. The extent to which operative work

is routine or repetitive is also a determinant.

—_———
2.

——— - S @ S—

Green, 1925,

Davis, R. C., The Fundamentals of Top Manacement, Harpcr and Brothers
Publishers, New York, 1951.



~Span" Decreases_as_One Procecds Upward

As one proceeds up the management ladder, the unit of supcrvision
becomes gradually smaller., This fact is relcoted to the nature of executive
activity which becomes more concerned with overall objectives and ends and
vhich places ineressing emphasis on leadership. Managerial responsibilities
involve numerous indirect contacts and cross-functionalization. Decicions
become more original and involve analysis of impact and long range future
conditions. Olearer judgment and vision are required. An executive is
plagued with detail by having too many subordinates report to him. His
operational efficiency and personal well-being may become impaired. When
the span is too great, loss of control may occur through over-delegation and
lack of coordination and conflicts of responsibility may develop. Too snall
a unit can also be detrimental. The executive payroll becomes exorbitantly
high, the number of "levels® increase (communication is more difficult), and
there is a tendency to delegate too little authority and responsibility
(harmful from the viewpoint of employee development).

There is, however, an optimum higher management range as there is
at the lower levels., One author recommends a four-man unit for'manufacturing.
Another conclusion from manufacturing research recommends a 1:6 ratio. In
a department store buying organization, one merchandise manager cen supervise
ten buyers. In general it may be said that the optimum unit of executive
supervision varies from 4 to 10. The factors which determine where within

this range a given company should plan "to hit" are similcr to those detailed

5. Fordham, T. B, & Tingley, E. H., Organization and Budgetory Control,
Ronaléd Press Qouwpany, New York, 1934,

6. Joncs, op. cit., p. 2.

7. Fri, J. L., Retail Merchandising, Planning end Control, Prentice-Hell,
Inc., New York, 1926,

5
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above for first-level supcrvisors. A number of additional factors are also

influential:

1. Frequency with which major problems are presented for decision.

a. Number and duration of conferences required
for clarification.

b. Time required for study of data and opinions.

2. Rate of growth of the organization. Major problems develop

more rapidly in a situation of dynamic. growth than in a more static condition.

3. The characteristics and requirements of work for which

subordinates are responsible,

4, Extent to which functional similarity has been observed in

8

formation of organizational groups; the more dissimilar the assigned functionms,

the smaller the unit of supervision.
5. The degree of staff specialization; the larger (and more
competent) the number of advisory units, the wider the span of control.

Graicunas' Theorem; Relationship Between Subordinates and Oontacts

A relationship has been derived which expresses the need for a

more limited span of control as one proceeds upward in the management
9
hierarchy. Expressed mathematically this relationship is:

N
c=N(2 #N-1)
2
where C is the total number of different contacts of all kinds and N is

the number of subordinates who report to a single executive. This

exprecsion means sinmply that as the number of subordinates reporting to an

executive increase arithmetically, the number of contacts (and hence the

8. This factor argues strongly for a smaller unit of supcrvision in higher

levels of a food chain.

9. Graicunas, A. V., Relationships in Organization, Bulletin of the
International Management Institute, March, 1933.
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complexity of coordination) increases geometrically. The relationship is
’ 10
graphically illustrated in Figure 6.1. It is seen that the slope of the

curve rises sharply beyond 5 or 6 subordinates.

Meaximum Number 1800
OF Poscible 1600
Distinct 1400
Contacts (0) 1200

1000

600
400

C 1 2 3 55 ¢ 7 8 9 10 11 12 13

Number of Subordinates (N)

Figure 6.1. Increase in Complexity of Executive Task with
Increase in Number of Subordinates Supervised

Wider "Span" Encourapges Delegsation; Provides For Employee Development

Larger units of supervision énd wider spens of control are
accomplished through the medium of decentralization. The pyramidal structure,
on the other hand, is characteristic of centralized operations. The flat
type of structure, characteristic of decentralized management and operations,
has the greater possibilities for developrient of people. Expanding the
number of people over which a manager or an executive has control forces him

to delesate, It is this act of maximizing responsibility down the line which

10. Maynard, H. H. & Nolen, H. Q., Sales Management, Rev. Ed., The Ronald
Press Company, New York, 1950.

14
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provides the greatest opportunity for full use of talents and furthers
growth of individual resources and capacities. Maximum delegation has a
further advantage in that it makes use of the "exception" principle, i.e.,
by the process of delegating, a manager is relieved of detail and permitted
to concentrate on his primary tasks of planning and coordination. Only
"exceptional" operating situations come to his attention. From the
operating viewpoint, primerily, decentralized management has still a further
advantage in that it permits greater flexibility in meeting local demands.
Centralization versus Decentralization

Thus, a number of key factors seem to point toward decentraliza-
tion. Eventually, however, a "point of deminishing returns" is reached.
Those who favor the more militaristic, autocratic, and ecentralized
pyramidal structure say in rebuttal that democracy may be commendable, but
that encouragement of individual initiative through participation and a
minimun of social and administrative distance soon breaks down organizational
efficiency. The_element of control is weakened and "familiarity tends to
breed contempt."11

Apparently, then, both centralization and decentralization have
their adventages and limitetions from the viewpoint of formal structure.
If we are to find more data upon which to base a conclusion we must ook
at the informal organization and view the morale which exists under the
respective fonms.12 Sears, Roebuck and Company made a most illuminating
survey as recently as 1949.13 Sears, widely known as a model of decentrali-

zation in modern retailing, still had a number of stores organized on a

11. The question of democratic vs. autocratic supervision from the viow-
point of cormunication has been discussed in Ghapter 3.

12. The subjects of informal organization and morale are treated separately
in the following chapter.

13. Fortune, Problem for the Front Office, May, 1951.
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pyramidal basis and were considering the possibility of going completely
over to the "flat" type of organization. The survey seemed, on the
surface, to reveal that a complete switch over would be desirable. The
"flat" stores had the higher morale and provided the larger number of
"pronotables.” Closer observation revealed that competent executives in
the pyramid could not have functioned as well in the looser structure.
In the words of James Q. Worthy, then of the Sears Company, "to change the
structure, you would have to change the guys."l4 Thus the conclusion
developed in the last chapter that leadership and managerial proficiency
depends, at least in part, upon the "context" seems to have some validity.
Baveles at M. I. T. conducted a series of experiments designed
to determine the relative efficiency of each structures. He took two
groups of five people each. One group he placed in a "circular" commmi-
cations network designed to simulate "flat" organization and the other in
a network representative of the traditional line hierarchy. Then he gave
each problems to solve by exchanging messages. The "circular" group proved
relatively happy and inefficient, the other group comparatively efficient
but unhappy. He concluded that morale is intimately connected with the
degree of participation but is not necessarily synomymous with top efficiency.
At this point, however, he complicated the problem by beginning to introduce
changes in the proceedings. Now, the "circular" group proved adaptable,

while the more rigid group showcd a marked loss of efficiency. Since the

14, This illustration provides some insight into the dilemma posed in an
earlier chapter about organization plamming. Should the organization
be fitted to the people currently employed or vice versa? Apparently
Sears felt that, at least in the short run, the organization should be
built around the people. Long range organization plenning, however,
recommends developing the organization first and then training new
people in the pattemn.
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business situation is never static, but in a constant state of flux,

the case secms strong for the "flat" or decentralized organization from
the viewpoint of its effect on social structure. The re-establishment or
maintenance of certain "controls", properly selected and administered,
renders at least a degree of decentralization totally acceptable, in fact
desirable and necessary in every large food chain.

Vertical Integration; Effects on Employec Development

Closely allied to the question of decentralization is the problem
of integration. 1In food chains this has become largely an academic problem
as nearly all major chains have integrated the wholesaling function and a
number do their own product development and manufacturing (or at least
contract for manufacture of "private label®” merchandise). Vertical integra-
tion has provided great savings and operating economies and has been widely
emulated by independents joining or forming voluntary and cooperative groups
in an effort to remain independent but still gain some of the advantages of
chain integration. The subject is worthy of discussion here because it is
intimately connected with personnel and presents, it would appeaf, another
paradox.

The advantages and disadvantages of integration are summarized in

15
Figure 6.2:

15. Converse, P. D., Huegy, H. W. & Mitchell, R. V., The Elements of
Marketing, Prentice-Hall, Inc., New York, 5th Edition, 1952. p. 244, ff.
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ADVANTAGES DISADVANTAGES

Lowers marketing costs by:

1. Reducing successive buying and selling 1. Need for increased
expenses, coordination.

2. Reduces risk by 2. Difficulties in managing
a) Agsuring a source of supply different kinds of
b) Stabilizing operations operations,
¢) Assuring outlets for goods 3. Lack of flexibility.

3. Reduces expenses of 4. 1Inability to benefit from
a) Storing bargain prices in periods
b) Greding of depression.
c) Packing 5. Difficulty in securing a
d) Fiﬁancing variety of products.
e) Recording 6. Difficulty of breaking
f) Transporting into new fields.

Figure 6.2. Advantages and Disadvantages
of Integration 16

Inplicit in the disadvantages is the limitation of lack of broad
management ability in most organizations which are limited to operations
in only one stage of distribution. This, doubtless, influences the initial
decision, but,once an affimative decision is made, diverse operations pro-

vide a wider range of activities for employee training and growth and enable

16. The discussion here is limited solely to vertical integration. Horizontal
integration or merger has become increasingly prevalent in the field of
food distribution and provides challenging problems in many areas
(including organization and personnel). Discussion of horizontal
integration, however, is beyond the scope of this paper.



the integratcd company to attract a higher caliber of applicant. Care must
be taken not to carry this argument too far, however. A decision to inte-
grate merely to provide a wider "proving ground" or broader base for employee
training and executive development would be reasoning in a vicious circle
and "eutting off the nose to spite the face." The company which makes such
a decision is like the dog which kept chasing its tail around the tree and
never quite caught up with himself. The initial decision must be made
primarily on the basis of greater operating economy, but once having integrated
a food chain has the added need to provide opportunity for training in the
integrated function.
Summa ry

In this chéptor we have pressnted an analysis of pyramidal versus
flat organization structures. We have seen that the choice between the two
resides in the number of units which can be effectively supervised (known as
the span of control). The means by which optimum "span" is realized is through
varying degrees of decentralization which permit greater delegation of
authority and facilitate development of future management potential. The
major wealkness of decentralization is that control is lessened with each
succeeding step in the process. It appears that decentralization, then, is
best effected by retaining certain controls primarily through increased
specialization in certain staff functions at central headquarters. Otherwise,
when sub-units approach completely autonomous decision-making, coordination
becomes next to impossible and inefficiency is likely to result throuch loss

of unity both of objective and effort.



PART III

Effects of Informal Orcanization on Employee Development






CHAPTER 7

Informal Aspects of Organization

No Organization in the Absence of People

The squares of an organization chart refer specifically to
formal positions in a cooperative system and only, incidentally, to
porsons who happen to be filling these positions. Rarely do they repre-
sent single persons; rather they show positions of workers allocated
according to a division of labor. It is the interrelationship between
the various (real) persons which we have called informal organization.1
Simply stated, the econcept of informal organization implies that whenever
persons are placed in continued fomal contact, their relationships become
characterized by actions over and above formal expectationé. In fact,
these very informal relationships give credence and reality to formel
structure and the familiar concepts of authority, responsibility and
leadership.

The principle of business enterprise as a social organization
is intuitively recognized by business menagers. But the elementary is
frequently overlooked, especially in unfamiliar situations. To assume, for
example, that the relationship between a produce manager end his clerk are
fully characterized and completely described by statements of their duties,
and to assume further that this same relationship exists from store to store,
regardless of personalities involved, is to make a fundamental error in
interpretation. YWhen a new clerk is hired, the prospect of getting along
with other people is vivid, perhaps primary, to him, whereas it may be

matter-of-fact or "taken-for-granted" to the employrment manager.

1, Of. Chapter 1.
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Increased realization of the important role of informal
relationships to continuity of a business enterprise has, in recent
years, ceused "good human relations" to be placed on a pedestal to be
constantly and avidly sought after and maintained at all costs. Though
"good human relations" is indeed a slippery and elusive term, much
bandied about, but little understood, an inquiry into an employece's feelings
toward himself and his company will begin to give some insight into the
reasons for formation of informal groups or cliques which, as we have seen,
can be a most powerful foe or a strong ally.

Employee Deference is Derived from Recognition of Status

Thesc feelings of employees towards themselves, associates, and
company, and the resultant informal groups vhich are formed, are derived
from status within the organization. Status is frequently visualized as
having but one root -- the position of a person in the organizational
hicrarchy. This is a narrow view and can readily lead to misconceptions.
For although a company indicates its ideas about the relative worth of
various positions by wage differcntials, titles, closencss or looseness of
supervisions, etc.,/é;ployees recognize other significant differences in
social position which may exert an even more profound influence on their
willingness to cooperate. These informal symbols of status will not, in all
likelihood, corretpond to those rendered to official positions.

Thus, in the development of leadership and deference among workers,
we must consider status attaching to a person based on qualities and
achievements not germane to official demands. Expcriment has shown, for
example, that bosses' hLelpers or other carriers of communications may

enjoy prestige far beyond that expected from a cursory observation of their
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immediate slkills or monetary rewards. Though this example inplies
position, qualities and achievments recognized by fellow workers may
be as diverse as the ways in which workers differ, and will tend to reduce
or enhance the "prestige of position." The most familiar contemporary
example of informal status is embodied in prestige given to the individual
who serves the most useful function in relations between employees and
management. Such a "spokesman" is more likely to be granted authority or
receive offers of assistance or backing from fellow workers. Even in snall
groups, "functional leadership" may be developed to the point of having one
person who speaks for the group when dealing with supervisors, another who
maintains internal organization and routines, and yet a third who thinks up

practical jokes to play on a rival clique.

Let us turm to some of the ways in which informal organization
nanifests itself and determines the pattem of daily activities. Take the
case of the new employee. He is initially the object of some mistrust or
suspicion and is generally made to feel "out of things" until fully acecepted
or rejected by those with whom he is placed in contact. He may be admitted
to previously established relationships gradually and without fanfare, or
he may be "tested" by a more or less deliberate policy of initiation. These
"tests" may include claims and expectations on the part of the "older hands"
that the "initiate's" work entails more than actually assigned. He may be
"forced" to run errands, help out other workers, or handle the poorest tasks

until he proves his aceeptability.

2. Cf. the experience with the soldermen in the Bank Wiring Obcervation
Room in the Western Electric Studies as reported by Roethlisberger, F.J.
end Dickson, W. J., Management and the Worker, Harvard University Press,
Cembridge, 1939, Chepter XXI, pp. 496-498.
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A further manifestation of informal group activity is found in the
use of language and the modes of expression. Of primary interest here is
the "working" vocabulary -- the technical terms most commonly associated
with the job by members of the trade. The use or non-use of this technical

jargon often differentiates the group from the non-member.

* * L 4 » *

Informal Groups; Sources of Emergence

Informal groups arise from three sources:

1. Physical proximity, as exemplified by two or more employees

who work in the same department.

2. 8Sociel proximity, as exemplified by two or more employees

sharing a common interest.
3. Interaction, which occurs when employees with common interests

(social proximity) come together in the same location (physical proximity).

Function
Informal groups serve three functions with respect to organization
of efforts:

1. They are a means by which workers can assert their independence.

2. They emphasize thz fact that each employce is, in and of him-
self, a decision-meking center.

5. They always develop informal leaders. As soon as such leader-

ship is suppressed, by use of formal authority, social proximity is lost.

3. Physical proximity need not be present for social proximity, nor need
social proximity be present for physical proximity. When both are present
by design or intent, we have interaction. It i1s through this interaction
that informal groups become established.

4, This accounts for the concept of authority as something a worker accepts
or rejects rather than something which is imposed blindly from above.



Supervisor's Role in Imlorial Or-onization

It ic Lhe U .ol of the supervisor, as has been noted, to lool:
at problems from the workers' vieupoint and atteupt to encourage and
solicit that interaction which vorks teo Llie benelit, rother thon the
detriment, of the enterprise. The chamnelins of these informnal sroups
along productive lines is accoizpliched by the supervisor in four fundanental
ways:
1. Effective cormumicotion.
2. Euployees' participation in decision-making.
5. iriting and commawniccating of dutiesc and responsibilities.
4. Proise, positive disciplinc aond motivation.
Some time has been spent in the preceding chapters on the first three of
these methods. The last, hovever, rcquires soae elaboration.

liced for and Methods of Creatins Orcanization Spirit

Praise, discipline and motivation are necessary Tor the creation
of morale or spirit. The gpirit of an organization is the elenent which

menerates a willingness on the part of its members to contribute positively

4

4

Lo the satisfaction of orsuonizational and personal roals, Objectives tell
a nan whet to do. Job or-onization and coordination of functions throush
communications enable him to do it. But it is the spirit of the orranizotion

-

wilch detcrmiines whether he will do it. But how do we co aboul encourasing

this esprit -~ thils group cohesivencss and pridc? How do we get peoplc to
o

excecd thicir nomal elTort and cavability Zor the total bene o the
- v

or;unization? Druclzer lists Tive prerequisites for estnblishing and maine

\,"1

tadinins o Zavorable nmorale:

o« Drucker, P, F., The Practice of Monarcizent, Horper and Brothers, Iew Yorl:

1954, o
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1. There must be high performance standards and no condoning
of poor or mediocre performance. Rewards must be based on performance.
By enforcing high standards, confidence and pride are engcndered by pro-
viding for full use of talents.

a) Enmployees who fail to meet the required standards must
be removed from the job., To this, a company must strictly adhere. Neverthe-
less, the greatest of leniency must be used in deciding whether such employees
are to remain in a company's employ. Success or failure on the job in
question may have been outside the employee's control. Ruthless firing of
conscientious, though incapable, managers will bring severe discredit to bear
against management on the part of employees and destroy group spirit.

b) Appraisal of performance must emphasize strengths and
must be based solely on observeble performance and not on potential, Appraisal
systems must bring out what a man cen do. For only when a man's strengths
are known and understood can we determine what weaknesses he needs to over-
come in order to make the progress his strenzths would support.

¢) Rewards must be given promptly and should constitute
ready recognition of performance "above and beyond" the call of duty. The
capable manager, who constantly develops those under him to fill higher
supervisory positions is a case in point. Above all, financial rewards must
not be made in such a way that encourage employeeédependence or an atmosphere
in which employees may neither quit nor be fired. One cannot buy loyalty.

It must be earned.

6. "Delayed compensation" for tax purposes which has become popular is an
example of a poor reward system. General Motors, for example, requires
its executives to buy so many shares of General Motors stock to
encourage financial independence in an effort to insure individuality of
expression without fear of reprisal.
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2. Each job in itself should be rewarding and satisfying,
rather than just the means to the next step up the promotion ladder.

a) Emphasis on promotions assumes that each individual
has the ambition and ability to earn them. Further, it detracts from the
importance of the present job, which then becomes less important than the one
above it.

b) The top rungs are not open to all and frustration and
unhappiness result for many, Out-throat competition is bred as employees
attempt to advance at the expense of others to the obvious detriment of
morale. This dilemma may be circumvented by flexible wage scales, bonuses
for managers, titles for executives, and a degree of dignity, independence
and privilege commensurate with the status of professional employees.

3. To engender a proper spirit and performance there must, however,
be a rational and just promotion system. This provides an incentive to
improve as well as an outlet for ambitions.

a) Everyone who is eligible must be considered.

b) Duties and responsibilities of his job and the one above
him should be known by each individual.

¢) Requires an objective evaluation program so that each
man knows where he stands and what he needs to supplement his present skills
and abilities.

d) Promotion must not be entirely from within although this
is necessary and desirable to a large degree. Present managers and executives
tend to multiply their weaknesses in developing their younger employecs., As
the process continues from genoration to generation growth becomes stifled

and the organization loses its dynamic qualities.



4, There must be some sort of charter showing each man who is
his boss, i. e., who has the power to make promotion decisions concerning
hinm. In addition there must be a medium for appcal of these decisions to
a higher court.

a) Although such decisions are an individual responsibility,
they should not be made without consultation with colleagues or superiors.

b) Promotion decisions should, however, be made at the
lowest possible level.

5. In its appointments to managerial jobs, management must show
that it realizes integrity is the one absolute requirement of a manager --
the one quality he has to bring with him and cannot be expected to acquire
later on.

a) The managerial aspirant must be more concerned with "what
is right?" than "who is right?" He must focus on strengths in subordinates,
realize ﬂhat character is mor& important than intelligence, and set high
standards for hiw own work.

b) He must provide the climate or conditions under which
leadership may evolve -- a climate wherein men's visions may be lifted to
higher sights, performance to a higher standard, and personality beyond its
normal limitations.

Effective Buman Relations a Matter of Morale Oreation and Attitude Establishment

It should by now be readily apparent that organization structure
can influence group attitude favorably or unfavorably, depending upon whether
the structure promotes the achievement of the institutional objective.
Members of an organization who see the results of their efforts thwarted by

defective structural orsenization are likely to possess a low morale index.
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Orx  the other hand, when men see the results of their efiforts strengthened
b3y an efficient organization structure, they will possess the "will-to-do"
whiich is characteristic of high morale in an organization that knows where

3t is going and has confidence in its ability to get there.

Thus, hich morale is basic to the development of personnel. With-

owut motivation and desire on the part of the employee, the most elaborate

sy sten of development will fail., For if there is any truth in the stetement,

** & man is what he thinks he is," then the ultimate and fundamental goal of

=vwery program of development must involve establishment of attitude. This

means sinply that employees see constantly before them a basic compatibility

and interdependency between personal interests and company objectives, "Good

Iwman relations" implies more than merely "happy" employees. They must exist

wW3ithin the organizational framework wherein all elements are working toward

& common end. Where this integration of personal and corporate interests

A 8 constantly maintained, motivation and morale become maximized, employees
Qevelop confidence in themselves and their company, and the stage is set for

< onscious programming of conditions under which people cen mature into

Positions of edded responsibility. Nothing can be more basic to effective

&rowth and developnent of personnel,



PART IV

Extcrmal Influences



CHAPTER &8
Union Relations and Collectiive Bargaining -

Influence on Employee Education and Training

O xpenized Labor Exercises an Increasingly Profound Effect

No discussion of business organization and management is
conplete without a consideration of the role unions play as participants
in the decision-making process. Today, unions have become increasingly
a.ccepted as part of the total organization of the enterprise. Although
smone companies have not yet "felt the pinch" of union encroachment upon
managerial prerogatives, and still others are unionized only in part, the
day is long past when a company can blithely proceed towards its goal
&a.ccomplishment unencumbered by union challenge and demand.

Wnions Limit Prercgatives of Management

At this point then, it is necessary to deviate somewhat and
attempt to outline the influence of the union on management's right to
mmanage. Although the effects of union activity on personnel development,

P er se, may appear remote, there has, as yet, been no clear cut line of
1

AQistinction drown between what is e bargainable issue end what is not.
Recent labor history would lead one to believe that almost any issue which
unjion leaders consider important and which effects their members to any

Mmeagsurable degroe may be raised as a cubject for collective bargaining.

— e -

X . It is vnreasonable to assume that it would be possible to do so.
Continued existence of labor unions depcnds on "progress.”
"Progrees”" for a union consists in making and winning more and more
demands for justification in the eyes of its members. Agreement on
principle as to what is a bargainable subject, then, removes flexi-
bility from union planning and effectually limits its own prerogative
and operations. See, Moore, F. G., Manufacturing Management, Richard
D. Irwin, Inc., Chicago, 1954, pp. 352-354.



Thus, in a real sense, collective bargaining becomes a factor in the
corporate decision-making process.

The problem at the bargaining teble becomes one of resolution
of power. The union, in order to justify its existence before its members,
must make continuous demands. Management, in order to retain some fragment
of control must resist these demands and insist upon prerogative. Unhappily,
from the viewpoiht of management, the balance of power has swung toward the
union. Management, to be sure, still retains vestiges of economic power.
But the threat of lock-out, or the ability to carry on in the face of a
strike become negative and hollow when compared with their desirability as
forces in negotiation. The practical result becomes, for management, an
increased emphasis on “cooperation.” This means, in effect, that menagement
is more and more relegated to a position of keeping oil on the machinery,
"letting sleeping dogs lie," and generally fighting fire with diplomacy and
hoping for the best. This may be a "bitter pill to swallow," but limitations
on managerial prerogatives cre not new. Government regulation had acted as
an impediment to freedom of decision making long before the Wagner Act
acknowledged the right of labor to orgenize. Traditional recognition of
government as a source of authority, however, makes government regulation
more acceptable.

Property Rights Apply Only to "Things"

Management has traditionally based defense of its rights on
property laws. It has been said that the right to manage emerges from the
laws of private property, in which management as the actual or representative
owner has the privilege of determining the use to be made of its property.
Thie property right, however, involves no duty on the part of people to be

managed. Property ownership as a conferrer of authority gives command only
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over things, not people. As we have cecen, people in a business enterprise
can be managed only with their own consent. While property rights carry
with them power over disposition of goods, this power tecomes subject to
the cooperation of those who must assist in this disposition. Cooperation,
in turn, can not be commanded. It can be won only by consent.

Need for QCooperation

Thus, management is faced with the dilemma of having to share its
authority as the price demanded by labor (as represented by the union) for
its cooperation in maintaining the value and continuity of a business., Since
all attempts at defining bergainable subjects have become sidetracked,
manegement has lost its exclusive right of decision-making in many areas with-
in the scope of its operations. Decisions may still be made independently,
but trenslating decisions into action depends upon the assent of those whose
cooperation is essential. It becomes wise, on questionable issues, to set
up. a channel of commmication with union officials, informing them of
decisions, and soliciting their advice and participation as to how such
decisions can be best effectuated.

Collective bargaining, then, must be viewed as one method of
management, and unions must be considered not as something outside the
realm of management, but as e function which falls within the bounds of the
enterprise itself, For the union too is subject to a set of external influences
bearing on its decisions, and these influences are not unlike those facing
management.2 In addition, unions must recognize company objectives for they
are dependent upon the success of the company for their own continued success.
A union recognizes company objectives, however, for its own ends and not
especially out of a sense of fairmess toward the company whose workers it

represents,

2. Economic conditions, politicul reprecussions, and government regulations
are three examples.
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This special interest of the union in nanagement objectives,
and the resulting necessity for considering the union within the total
scope of the crganization provides a basis for both conflict and cooperation.
Confliet cannot be pushed to the point where it manifests itself in strife
without sacrificing the interests of both company and union. Thus, there
becomes a strong incentive to compromise. For the workera realize that
ultimately they are dependent on the company. Therefore both workers and
union are basically concerned with organizational continuity.

Organized Labor Thrives on its Ability to Oreate Problems

Unions make problems out of many situations which are in no way
considered problems by most people. There was a time, for example, when it
was considered a privilege to earn extra money by working overtime at
stralight time rates. Now a company is required to pay higher rates for
overtime., Perhaps the union's atrongesz problem~creating forte is its
propensity for disseminating propaganda. Much of it is directed at making
owners appear to be waxing fat on excess profits. Although workers may
become skeptical from time to time, especially where increased wages are
followed by increased prices, they will tend to believe what is told them
because the union represents to them Q symbol of security. A humorous
incident occured some time ago when Fortune magazine staged an experiment

wherein a cartoon showing the "Four Goals of Labor" was copied from a CIO

3. The Fair Labor Standards Act of 1978 required that overtime be paid at
premium rates. Ironically, the idea was to promote spreeding employment
by providing higher rates of pay for overtime in a week, not in a day.
Higher rates for overtime in a day are commonly part of union contract
provisions but are not required by law.

4, Perhups management could learn something of comwnication by observing
union effectiveness in this respect.,

5. In that it has already gained for them what they did not have before and
could not have otherwise gotten.



)
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bulletin, laltelled cs bein~ pul out by the Ilationzl hssociation of
Manulacturers, ond presented to a ~roup of twenty CIOC olficials. They
were csked whether the cartoon represented lubor's goals fairly., Two
vere undecided and four said it did, but the remaining fourteen deemecd

it "patronizing," "paternalistic," and "loaded."

* % % % % % % % %k k k % k *

Implicutions for Educction and Trainine

The rapid growth of unions, due to econonic, social, and political
conditions, has produced a shortage of trained and coipetent leaders, In the
past this shortage has resulted in some cases in labor racketecring and the
rise of wnscrupulous leaders. Today, however, unions are gradually hiring and
developing capable men of strong principle and conviction. As unions continue
to develop such leadership, sound and effective collective bargsaining may be
expected to result, Truc collective bargaining can be made to render a real
service to managenent and employees and to the general public as well, Its
place in a democracy is unquestioned.

During this period of developnent, the field of training has a real
contribution to malke. Ignorance of econonic conditions on the part of
lcaders auong eaployecs and a Zailure oa the part of management to recoznize
a nev gocial and economic order leads to stirife. ‘Jorkers, todey, must know
a grect deal more if thsy arc not to be inveisled into demonds which are not
in their owm interest or be misled by unscrupulous politicions or short-sishted
nanezenent representatives, There has been nuch "propasondizing" of employees
for the purpose of giving them an elementary knowledce of econonies. Soiic of
this has been good; some has had a distinet political flavor. In some cases

employees are suspicious of the authenticity of this type of naterial,

7 . By
6. Mono-ement Revieuw, October 1990,
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There is need for a sound approach to this problem. It must rest
upon establishing a feeling of confidence in manazement and its representa-
tives. Upon such a foundation can be built a general educational program,
designed to make employees more intelligent about the place their work and
their earnings occupy in the company picture and the relationships of their
conpany to general coumunity and commercial conditions.

The building of such an educational program cannot be standardized
as to its content, A careful study of the personnel of the organization as
regards its general educational level must be studied and charted. Materials
and methods must be carefully considered. The assistance of public school
systems and colleges and universities through residence or extension teaching
may be obtained. Reputable correspondence schools may be able to supply
courses and books and even aid in other ways. Discussion groups, elubs and
other devices to stimulate study through discussion should be utilized.
Public speaking, training in the analysis of working situations, in reading
financial statements, and interpretations of business curves and statistics
on the cost of living are all elements in developing a group of employees
who can be made allies instead of enemies of the company.

Todﬁy most conpanies with a widely distributed list of stockholders
prepare periodic reports so designed as to be readily intelligible to the
reader. These should be utilized to keep workers informed of the financial
status of the cowmpany. Such reports should be supplemented with additional
data on current sales and expense. By these means workers will know the
truth concerning the financial status of the company, and may be able to

judge more intelligently the reasonableness of current wage rates.
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The picture as drawn is by no means Utopian and many companies
are now pursuing such a cooperative course with their employees. It is
not inconceivable that in the immediate future employees through their
union organizations, will cooperate with management in the organization
and administration of a broad training program designed to help ewmployess
first, and stockholders and management second, in meking the store a more
interesting as well as more profitable place in which to work., This is a

goal toward which any corporation might properly direct a training program.



CHAPTER 9

Public Relations

Rols in Personnel Development

Up to this point we have considered the subject of personnel
development solely as a function of internal organization and management.
It is evident, however, that high caliber individuals who will assume
positions of responsibility in future expanded operations must be attracted
to the organization in the first place. No matter how much emphasis is
placed on developing an internal organization structure which will provide
a climate within which leadership may emergc, the effect will be considerably
depreciated if the enterprise is not held in high public esieem and capable
of "gaining more than its share" of the labor market, Therefore, communica.-
tion of the "chain store message" to the public and the resultant cultivation
and maintenence of fruitful sources of labor supply must be considered as am
integral part of any program of employes training and development.

Past History Reveals Much Unfavorable Public Opinion

Chain stores in general, and food chains in particular, have been
"overwhelmed" with waves of public criticism from time to time during their
history.l Chains were pictured as monopolistic and detrimental to free
enterprise, looming as large ogres which threatened to "swallow up" the
“smaller" independent. Many‘fclt that chain stores did not contribute to the
comnunity, but rather "milked it dry" and provided little in retumn by way of

comunity participation and improvement. Chain store taxes were levied and

legislation was passsd designed to counterbalance the buying and selling

1. Lebhar, G. M., Chain Stores in America, 1859-1950, Chain Store Publishing
Corporation, New York, 1952,
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advantages which chain stores purportedly possessed. It was further
charged that chain stores weore breeding a "nation of clerks" and
destroying the traditional premium which had been placed on private
ownership and independent initiative.2

Food chains in particular were popularly misconceived on still
another score. The public, in many cases, thought of work in a "food
(or grocery) store" as a "sweat shop" with poor and dirty working condi-
tions, long hours, and low pay.  This belief and opinion was maintained,
for the most part, by those very people who did their weekly grocery shopping
in their neighborhood chain grocery store. It is indeed a sad, but note-
worthy, commentary on both the inflexibility of public opinion and the
ineffectiveness of food chain public relations programs that these "errors"
still persist in some quarters. And this in spite of today's magnificent
supermarkets which stand as vivid testimonials to the vision and foresight
of food chain executives of today and yesterday!

Apparently, then, mere customer convenience as embodied in today's
modern markets is insufficient in itself. Low prices to consumer nade

possible through volume sales, and resulting operating economies, will not

alone overcome public skepticism. The consumer may still say that the chain

2. Ironically, the chains served merely as a scapegoat for public opinion.
The same charges could have been levied with "equal validity" against
large corporate enterprise in any business or industry. What was not
considered in these emotion-provoked charges is that opportunities for
furtherance of individual ambition is unlimited at every level in chain
store management.

3. This misconception applied to independents in the food retailing field
as well,

4, 1In support of this point, the author is reminded of a friend who recently
took a training job in a large chain grocery company. Upon questioning
by an acquaintance, he explained generally what his job enteailed. His
acquaintance remarked incredulously, "What? You're working in a grocery
store!"



store is a "

good place to shop," but when it comece to a choice of carcer,
iriconsistencies in public opinion reeppcar. Food chains clearly face a
sigantic public relations task. Favorcble public opinion must be

visualized as created as much by socicl s by econonic education.

Good Public Relations Bezin at ihe Store

While much can be achicved in the long run by comaunications
frou the home-office and by vigo;ous activily directed at legislative
bodies, the public relations problem must ultimately be solved at the
store operating level. The highly decentralized operations and broad
geographical scope of operating activities cen be an advantage as well as
e limitation. But onec thing is certain., To the customer of a store
(particularly one far removed from company headquarters), that store is
the company. How she reacts to the personal treatment she receives there,
while shopping, will affect, to a large degree her opinion of the company.
For in all likelihood, when she is shopping, she cares little about the
company's financial strength or the character of its management procedures.
Sinilerly, within the community, the store represents the company and the
store manacer is its elected ambassalor of good will. Here is the focal
point ‘of the public relations progrem. As desirable and necessary as
public statements of policy, or press releases concerning a company's
internal workings may be, it is in the day-to-day relations between store
and comaunity that a public relations program stands or feolls.

Emphasis on public relations at the store operating level serves
a dual purpose. In the first place it makes the company a dynamic, real

thing by "getting through" to thec customer at the level of her contact.
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In the second place (on area thut is cften overlooked) it malzes public
relations every employee's business. That is, it provides cnother area
for empleyec growth through participation toward satisfaction of a single

corporate purposc (in this case, fostering a more favorable public opinion.)

Public Relations a "Two-Sided Coin"

Such & program of store-level public relations has two phases.

One, known as "in-store" public relations, is the courtesy and personal
interest which is accorded customers during their visits to the store itself.
Nearly every food chain has recognized this phase of public relations --

a satisfied customer is a repecat customer. It is not to be inferred, however,
that every clerk, or every checker, has attained the acme of perfection in
the social graces. In fact courtesy surveys sometimes rocveinl customer
courtesy to be below expectatlons., The truth of the matter is that chain
headquarters are aware of this need and have embarked upon vigorous and
unrelenting programs aimed at improved custorer relations within the store
proper.

"Out-store"” public relations refer here to participation in
cormunity effairs and activities -~ what amounts, essentially to good
citizenship., While much lip service has been directed toward good citizenship
it is only very recently that citizenship programs have been seriously under-
taken. And this has been, perhaps, the critical point in the failure of
food chains, in general, to inculcate a favorable public attitude. A recent
survey of food chain participation in public affairs ir the greater area of

Lansing, Michigen showed that there was not even one food chain store manacer

5. This demands first a sound progrem of employee relatiorns. This subject
has been dealt with al intervals throughout the body of this thesis,



who was listed as a member in any of the city's five najor civic clubs.
Chain Store Age reports that excellent results are being achieved from
the National Association of Food Chains'competition for the food store
7

erployee's good citizenship award.

Headquarters' Support Esscntial

Continued good results and increased store manager and store
employee participation in community affairs cannot be made possible, however,
without full support and backing from the chains' central offices. It has
been said, in rebuttal, that due to strict job requirements and expectation
of objective results by higher management, store managers have neither the
time nor the incentive to join community orgenizations and actively parti-
cipate in civic affairs. Others say that companies cannot afford to finance
such "out-store" public relations. Admission of either of these arguments
automatically concedes that the independent merchant can more readily incur
the time, expense, and energy than can his chaln store brother. This would
indeed be an unfortunate and unnecessary concession. An "out-store" public
relations progrem at the operating level can be as big as a company wishes
to make it. If a food chain feels that such a program is necessary and
desirable it can make it known to its store employees and provide suitable
incentive which will make it worth the while of the personnel of every store
to make their store the outstanding citizen of its community.

—a—

6. A finding of an unpublished survey on food chain participation in
commmity affairs by H. Paris, a fellow graduate student in the Food
Distribution Curriculum at Michigzan State University.

7. Chain Store Age, Grocery Managers Edition, May, 1955,
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A Career in Food Distribution

In a paper on personnel development, however, results are of
primary interest. We have already seen that an opportunity to participate
in public relations programs will tend to develop store employees just
as surely (if not more so) than a chance to be a formal party to estab-
lishment of some othef manegement policy or decision. But what can we
say of the effect of a good public relations program on recruiting
potentlially eapable personnel for selection and training? Store level
public relations, described above, are an invalusble madium for selling
young men and women on a particular company and industry as being a "good
place to work."

Two notable oxampiés of education of youth on the desirability
of a career in the food business come to mind. Wrigley Stores, Inc. of
Detroit conducts guided tours of their stores and headquarters plant as
"field trips" for classes in the high schools and grade schools in the
Detroit area.8 All high sechool students who are part-time employees of
Wrigley's are invited to a company-sponsored dinner at the conclusion of
their senior year. Pilms are shown and speeches rendered showing the
advantages of a career in retail food selling, and an opportunity is provided
for the young people to make suggestions and offer criticism. Wrigley's
is also active in selling retail food employment as a career through parti-
cipation in high school career carnivals conducted from time to time through-

out the year.

The Grand Union Company conducts a summer training program

8. Spirit of Wrigley's, House Orgen of Wrigley Stores, Inc., Vol. 9,
No. 12, December, 1954,
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for collese students. A selected group of students who have completed

their sophomore ycur are hired as "full-time" trainees during the swmer
vacation period. Those who show interest and aptitude are invited back
again at the completion of their junior years. Thus, by the time a man
greduates (presuming Uncle Sam has not first tapped him for a period of
military service), he is immediately prepared to assume full time employment.
Advantages to both company and traince are evidert. Grand Union also sponsors
each year, among its store employees, what is known as a clerk's day wherein
outstanding employees are invited to assume the positions of top company
officials for a day. Much notoriety is given the selected clerks both in the
company house organ and in home town press releases.9 In addition, each of
the company's four divisions select each year from among the employees a
"Grand Union Man of the Year" and a "Grand Union Women of the Year." The
division finalists then compete for the overall company championship. Again
the "selectees" are given full and complimentary press "write-ups."

Public Relations is Simply "Telling the Story."

The significent point about these employee relations programs
which is to be made here is that they are commmicated to the public.
It is then that they become public relations. It is then that customers
and potential customers come to know the food chain story and approéiate
the inner workings of the "ogre." It is then that bright and potentially
capable younz men and women are attracted to careers in food retailing.
Programs of internal employee participation and development are comparatively
old. It is only recently that food chains have taken advantage of the
opportunity that can be gained frowa publicizing their activities. Many

8till are "behind the times," but the industry's leaders have become aware

9. Progress, Housc Organ of the Grand Union Company, Vol. 20, No. 1,
ebruary 1955.



of the problem, and more important, have begun to do something aboul it,
Prospects for future improvement in the field of public relations are
bright. It is surprising that it has been such a long journey to this
point, for good public relations consist in simply doing a good job and

telling people about it.



PART V

Impact of Technology



CHAPTER 10

Overcoming Resistoance to Change

Why Pecoplc Resist Change

New processes and equipment necessurily and inevitably affect
the networl of social relations among workers. Changes in vork routines
caused by methods iamprovement modify and upset their immediate social
environment. Changes in the size and composition of the work team, the
range, character, and frequency of contact with associates and supervision,
the status of the worker, and the degree of physical mobility available may
all have a detrimental effect upon the morale and efficiency of employees.
The social effecis of such changes are often unanticipated althouch they
may markkedly affect employec job satisfaction,

Workers desire some measure of control over their day-to-day
contacts and relationships. Changes imposed without their prior knowledge
and consent are regarded as a threat to their well-beinz. Labor-saving
devices and methods improvement produce acute psycholozical and social
problems fhrough enforced obsolescence of skills, Althouzh part of the
difficulty lies in learning new skills or work routines, this does not
accuratcly depict the total problem. The necessity to discard old and
acquired skills and methods, and perhaps an accompanying demotion in status,
tend to destroy the worker's positive sclf-image gained throuzh confident
use of his skills,

Specialization Involves Nuaerous Changes

Increased complexity of modern business and intense patterns of
competition force manageuent to think in terms of cutting costs through

methods research. The inevitable result is the wave of overspecialization



which has been thrust upon today's employec. Each worlc task becomes
successively more and more splintered so that it becomes increasingly
more difficult for the worker to comprehend the way in which his contiri-
bution affects the final product. Workers, thus, have come to lose public
identity with the job. Alienation of workers from jobs (with resulting
loss of status) and the compensatins demands for increased wages are both
furthered by making the "little world of the employec smaller and smaller.”
Another, more general, disadvantage of successive specialization
of the work task is that overspecialization enlarges the social cleavage
between employees and operating executives. As the complexities of
technology meke education a prerequisite for the manager and executive,
the prospect of workers "rising through the ranks" diminishes. Since the

opportunities for higher education are socially stratified, managers come
1
increasingly to be drawn from social strata remote from the workers. Also,

since trained personnel enter business at a relatively high level, they do
not have opportunity to share job experience with workers, and hence have

an abstract knowledge about, rather than a concrete acquaintance with the
2
perspective of operating employees.

1. This dilemna is in part counterbalanced by the trend toward increased
education in our country today. Prompted by such factors as the "G.I.
Bill," the increase in the number of public and state supported colleges
and universities, and a generally higher standard of living today than
ever before, education has become possible to many persons who micht
not otherwise have had an opportunity. Ready access to education for
all social classes poses, howevcer, another dilemma. Unions and labor
leaders talk in terms of some foma of "socialized education" for the
future which would make it possible, in fact desirable, for every person
to attend school until age 21. How then are we to adjust to the problem
of having a nation of all "chiefs" and no "indians"? It seems impossible
to conceive of a future civilization in which there will be no further
need for "indiens.,"

2. Business has attempted to solve this problem by starting promising
graduates in training programs which necessitate their starting at the
bottom and working, for some time, in a number of phases at the lowest
levels. It still requires great perspective, however, for the executive

£ 50 to look back 25 years and intimately imagine what "it was like when
e was a traince."
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Change Must be Mude Acceptable

All of which reuninds wme to coue down out of the abstract and
concentrate on the concrcte. The function of training is to institute
change in such a manner as to be acceptauble to the trainee. In this
context, we do not consider training as limited to formal training. WNor
do we consider a specific training program or training prozrams in general.
Rather we think of training as a continuous process, a procegss for which
there is a need vhenever change or necessity for change is introduced into
the work environment. Thus, training becomes the business of every manager,
supervisor, and executive. In the remainder of this chapter "change" will
not be viewed with respect to the general social effects of mechanization
or automation on the work scene. Rather we will stress the specific
situation of a man doing a job one way when a better way is indicated, and
the problems of the supervisor in getting him to accept the improved method.

Two Examples of Poor "Salecsmenship"

Let us begin with two actual case studies within the writer's
experience which are illustrative of introduction of change, without
training in the apprecicztion of its affects upon the pcrzon or persons
responsible for implementing the change. The first exacsplce took place in a

2
small pl-nt which manufactures hydraulic emhessinz machinery.  The company

employcd a pipefitter of long experience to connrect the nececsary piping froa

the presses Lo an adjacent dyrano froam which the uachine derived its oncr-iias
- J -

3. Hydraulic emboscin~ machinecs consist essertially of two precses or rolls
which are mounted on a freme. The lowcr roll is stecl and engraved.

The upper rell is herdened paper, ground to a snooth finish., ‘hen materia’
ie pasced between e rells under cericin controlled cenditions cf
terperuture and precsure the material becomes extosced, i.e., the print

of the enr;ruved roll becomes transferred to the matcrizl pasced throu-h,

The ooy, any in guesticon sold roct of their icchincs to clothins =ills
end leuther =nd paper industriec.



power. During the pcriod in question, the fim's larcest customer
(acccuntin~ for about two-thirds of the entire business) requected that

trim and light copper tubing be substituted for the forucr heavy iron piping,
primarily for purposes of design and appearance. The pipcfittcr was zn old
end loyal hand. He knew the uses of copper tubing, but objected to it
because it caused a change in his work routine and becausc he had nol been
consulted upon its inception. Although the actual fitting of the tubing

was a fairly small tcsk in comparison to the design and workability of the
machine itself, it came to consume more and more tire of the president of

the firm in question and the operating vice president representing the
customer. These men stood around observing for nearly the entire pcriod of
initial installation. The pipefitter made "intentionel" awkward end clumsy
"mistekes" and in conversation with fellow euployees off the job was heard
to cast bitter invectives against the "big bosses."™ Althouch future machines
nay have been sonevwhet lighter, installation of copper tubing failed to
accomplish the desired result of improved appearance. The company had failed
to establish a receptive attitude on the part of the pipefitter.

Another example, concerns a produce manager of a large chain
supermarket, He had been mcrchandising produce for sone twenty-five or
thirty years but was getting quite old and was bothered by frequent physical
ailments which forced several operations and occacional absence from work.
Nevcrtheless, he was a proud man, and if he could walk, he would report
to work, often some two hours before store opening. From a practicaul view-
point the mon was one of the company's outstanding produce merchandisers,
With deft displays and peinstalting attcention to customer wants and courtesy,
he had built up a loyal and devoted repeat clientele. During his illnesses

custoners alweys asked for him and expressed their test wishes for his



speedy recovery. This producc ronager was, admittedly, no intellectual
fiant, but did his job well and thoroughly, was wcll thought of by the
company, reclied upon heavily by the store manager, and happy and content

in his work environment. One day he received orders to report to the
company's produce school as part of a program for training (and retraining)
produce managers. His pride was severely hurt and he envisioned a "poor
mark" in the school which would harm his reputation. He went into the
school with a low morale and a negative attitude toward it. Upon his retumn
he bragged about how he had failed by intentionally putting incorrect
answers on the examination paper. Although his work continued to be accept-
able, he came to lose much of his former enthusiasm. It scems that the
compeny should have either formulated and stated exceptions to the training
policy which would have excluded this man, or have demonstrated to him that
there was something valuable to be learned from his attendance,

Developing a Receptive Attitude

Many other examples from the business world could be quoted which
illustrate individual (and collective) reluctance to change and the importance
of establishing a receptive attitude foward training. By a receptive attitude
we mean a willingness to cooperate and & personal interest in and enthusiasn
for corporate objectives. The real problem is how best to establish ea
favorable attitude. The first step towards a satisfactory solution involves
an effort to look at the necessity for change from the trainee's viewpoint,
What will the change mean for him? What are the factors which will make
him reluctant to change? One facéor is just plain inertia. Overcoming

inertia is perhaps the trainer's most difficult task. With older employees

4, The assumption is that the change has been thoroughly studied and is
decrzed to be an improvement over current methods.



it requires constant reminders in order to prevent them from slipping

into the scme old work habits and routines. With younger eumployces it
requires a firm groundwork of original training in fundamentals. 1In

either case it is necessary to "sell" cuployccs on the change. Another
factor influencing resistance to change is lack of confidence in new mcthods
und in their ability to apply them. Security in old methods is consoling
to workers and many fear that they will be incapable of learning new methods
or that new methods will deprive them of stztus, earned by hard work and
application over a long period of time,

With some understanding of the factors which motivate workers to
resist change one is prepared to investigate the actual methods through which
change can be introduced. One method is the "command" method. In this method
the supervisor says, in effect, "you will do it this way," and proceeds to
show the worker how and why. Although the "command" method is authoritarian,
it may be applicable and successful if morale is high end workers have
confidence in management and have a realization of over-all objectives.

A more effective method of affecting change is for the supervisor
to explain first to the worker how his job fits into the overall scheme and
to "suggest" to hin that the way he (the supcrvisor) proposecs is a better
way. The worker is not made to feel that a change is being thrust upon him.
He feels as though he has a right to take issue, suggest in return, and
defend his present mcthod if he can. The "suggestion" method is more
conducive than the "cormand" method to stimulating thought on the part of
the "trainee" as to how his job could be still further improved. It is
more democratic than the "command" method, which stifles initiative and
encourages the "trainee" to wait for directions, but as a training device

it still leaves much to be decired.
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A third method usually achieves the best results. It might
be called the "questioning" mcthod, for leck cof o more descriptive tern.
This method begins with praise for one or a number of good aspects of a
worker's performance. No matter how grossly inefficient a particular work-
er may be, there is alweys something for which he can be coazplinented, even
though it be unrelated to the work task. The second step involves criticism,
not criticism in the usual secnse, but & series of questions aimed at bring-
ing the "trainee" to en awareness that his method is unproductive and that
a better method would not only be easier for him but more economical from a
company viewpoint. The "trainee" may be led by a further series of questions
to suggest his own improved method. This is the importent advantage of the
"questioning” method. The employee comes to feel that the new and improved
work method is his very own. He attains an increased feeling of importance
and pride in accomplishment. The last step in the "questioning" method
involves praise again -- a proverbial "pat on the back," a symbol of
confidence on the part of the superior in the employee's capability to carry
on and do a good job., Initial praise interests the "trainee," appeals to
his pride, and places hin in a receptive, thinking attitude., Final praise
tends to compensute for eny feelings of "grilling" which the employee may
have undergone, acts as an expression of confidence, and "leaves a pleasant
taste in the trainee's mouth."
Special Importence in First Weel:s of Employment

Spcecial attention must be devoted to esteblishing a receptive
attitude during the first few weeks of a man's employ. An erployee is
particularly sensitive during this pcriod, and, althourh he may be somewhat
confused and bewildered in ncw surroundings he is usually an<ious to ;ain

a good sturt. Impressions created in initial phascs of employ are critical,
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4then, in thet they have 1zuch influence in shaping cn employec's future
ettitude and loyalty. The orientation phasc rust provide a basis for
the ewployee to gain knowledge and understanding of the corpany and vice
versa. In ihis mutual understanding lics the basis for future cooperation.
A Continuous Process

But training must not end here. It must be a continuous process
desizned to concurrently develop and increase the span of interest of the
erployee and facilitate the aims and purposes of the company. The
philosophy which makes change palatable involves stress at all times on
enployee participation. Participation develops a feeling on the part of
the people of an orzanization that they are, in fact, members of the

enterprise... that they have a say in its managemont ... that decisions are,

at least in part, their owm.



PART VI

Summary



CHAPTER 11

Sumary and Conclusions

Employee Development a Primary Responsibility of Business Entcerprise

One of the primary responsibilities of a business enterprise
is to develop its eaployees. This reaponsibility is derived from a sense
of moral obligation to each individual worker, but is discharged with the
continuity, perpetuation, and expansion of the organization firmly fixed
in mind. It is this dual consideration of both the individual and the
corporation of which he is a member which mekes possible the integration
of interests so necessary to maintenance of cooperation and assurance of
present and future business success.

Scientific Management Caused Specialization of the Personnel Function

Business managers have long concermed themselves with personnel
training and development. In the late nineteenth century, Frederick W.
Taylor fathered what came to be known as scientific management. The end
result organization-wise was increased functionalization and creation of
specialized staff departuents to assist line officials in bearing the
burden of their daily tasks.l Persomnel administration came to be one of
these "functions." Many important changes and improvements have taken
place in the fine art of personnel management since Taylor's time. Increased
specialization of the persormel function has doubtless been a strong contri-

buting factor. Nevertheless, centralized personnel manarement with all its

advantages has not been without its limitations.

1, Taylor's proposed organization wus purely functional, a radical departure
from straight line organization. What is described here is the line and
staff organization, essentially a compromise of straight line and purely
functional organizations. Taylor's research provided the impetus, then,
for the evolution of the line and staff form of organization as we know
it today.



Perhaps chief among these limitations is the dual accountability
whicn has been created for line officers. Ideally, a line official is
accountable solely to his superior in the line. I we are to believe the
statement of Lawrence Appley that "all management is manpower management,"
then it is relatively easy to see the cause for growth of personnel
departments and the dilemma {or the line official who is subsequently faced
with a personnel problem. Personnel departments have come to be responsible
for hiring and firing, training and development, in fact, nearly all problems
in human relations. The Wages and Hours Law, Social Security Act, and the
National Labor Relations Act with their attendant complexities, have all
tended to increase the need for staff assistance, specialization in the
function of personnel management, and the scope of operations of the personnel
department within the business enterprise. As operations become more highly
specialized, particularly in large companies, the personnel department is
likely to become more involved in a. greater number of deteils and decisions
which were formerly within the sphere of line officials. The resultant
divorce of "planning" from "doing" can readily become cause for discontent

down the line and depreciation of the conditions so necessary for integration. V

Line Orzanization Basic to Personnel Development
The stress in this thesis has been in no way meant to minimize
the important and essential contribution of the personnel department.
Rather it is hoped that the emphasis has been such as to enhance its position
through reorientation as to its true function. We have come to realize
the limitations of overspecialization and with this in mind have embarked
on a somewhat differen£ tack. The purpose has been to view personnel
deveiopment and training primarily as a function of organization and a sct
of organization principles has been souzht which will provide a basis for

construction of an "ideal organization for personnel development." The
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personnel department is viewed as advisory. It is designed (in the "ideal
organization") to assist and supplement line officials in training and
developnent of operative and supervisory and executive employecs rather

than to direct or prescribe programs. Programming is necessary to be sure,
but programs of training, as established by the personnel department, should
evolve in light of the needs of lower line officials as expressed in
participatory conferences. Training programs, in other words, must supplement
the day-to-day development of employees, but they must not be prescribed in

a vacuun. They should rather be a product of the combined talents of a
number of key line officials. Then, training programs become, in truth,
their programs and the attitude toward training is markedly improved through-
out the organization.

Principles Are Not New

The principles which have been outlined are derived from a wide
body of literature on the subjects of business organization and personnel
development. Though the sources of data which inspired this manuscript
are all products of the last twenty or thirty years, and some have been
published within the last year, the principles which have been derived date
back in soune cases to old testament history during the time of Moses.2
The principles, therefore, have universal application. The purpose here,
however, has been quite specific. Food chains, in recent years, have becn
expanding at a "mile a minute" clip. All predictions which have been
forwarded, assuming economic prosperity continues, indicate that future

expansion will reach proportions hitherto unrealized. Vigorous expansion

will require planning future developments. Frow a personnel viewpoint,

2. Sece Exodus 18:17-26 for a description of the principle of dcle-ation
and the "exception" principle.



the vital question is "Where shall we ret the people?” Stated more
pointedly, the problem is not so much where we will get operative employees
as it is hpw we will develop what we have in order to have a continuous
supply of men prepared to handle the increascd responsibility which expanded
operations will necessitate? Grantins that procurement and recruiting are
basiec, we have seen that su&cess here is a product of a sound public relations
program. However, if we are to follow a policy of promoting the larger
percentage of ‘our enmployces from within, it is mandatory that we estoblish
an organization which has the conditions for leadership development "built-
in", in such a manner that our future supervisors and executives become, in
rcality, "products of the org;anization."3

Needed: An Organization Plan

e wust, then, look to our organization to supply us with the
vast majority of our future leaders. A focus on organization as the
fundamental factor necessitates planning the orgenization for personnel
development, Organization planning is by no means a simple task. Organizing
is a continuous and dynamic process. Once an organization is evolved over
a pcriod of time, it must be constantly and vigilantly maintained in balance.
Organization pliziires must ellow for belaonced growth -- providing for
enployees an aworeness of their problems, and at the sare time an ability
to cope uith these problens, For mcrely en awareness of problems, without
the capacity for solving them, lcads inevitebly to frustration and eventual
demoralization.

The problem is to develcp a company organizational structure
which will facilitate growtili of cuployecs into positionc of increased

responsibility for future expanded food chain operations. The firest step

We do not advocatc un orponization becoming "in-bred." Promot%on Trou:
within is necessary as it would be imposscible to recruit capable leaders
in large numbers. In addition, promotion from within is vital to a high
morale,

N



in tne solution is to detcrwine what is neceded. This involves the
traditional estimate of the situation. How mony slores do we plan to

open, in, let us ssy, the next ten years? How nmany ond what kinds of people
will be necessary to "run" thece stores? The second step is an appraisal of
what we have currently at our disposal ;- a personnel inventory which will
tell us both the quantity and quality of the people who could become potential
candidates for promotion. The third and last step, really the crux of the
whole solution, lies in how we get fron "here" to "there", namely, what

do we do organization-wise to develop those whon we already have?

Fundemental Principles: Authority end Responsibility Must Be Maximized

The first principle which we have encountered is that of
maximizing authority and responsibility. Granting maximum authority and
responsibility requires that decisions be made as fer down the line as
possible end that they be consistent with a reasonable judgment es to the
capabilities of men at successive levels. Evidently it would be folly to
entrust a store eclerk with the responsibility of budgeting labor ecipenses
over a divicion for a gziven period. We would be pleased if our district
menegers wcre able to sce "this much of the picture." Yet, by the same
token, we would desire that the clerk have somc familicrity with the need
for labor cxpense control and a conceptual realization of the effects of

allowing the "rate" to "get out of line." Various plans which vitalize such

€

effects for individual employces have been incorporated under "employee benefits."”

4, A study of business and econonic conditions and opportunity would be
the logical first step.

5. Implied here is a clear definition of duties and responsibilities made
possible by job analysis.

6. Profit shering and stock option plans, for exzmple, are directed priwarily
at malting the individual cmployee see himself a "member," that is, at
encouraging his participation in coopcration toward company objectives.



- ;08 -

Certainly, it is even greater folly to assume that clerks have no interest
in such matters. For, if the individual clerk is not informed, he may well
seek information from another source which may not be totally sympathetic
to his own aims and those of his company. If, however, we make him
responsible for, let us say, merchandising a particular "aisle," or
receiving, or ordering a whole or part of the weekly grocery supply, it is
almost assured that he will be a more gatisfied and devoted employee. He
carmot, evidently, learn how to display, stock, or sell without some
instruction and training. This, in turn, would be a responsibility, in fact
the primary responsibility, of his superior -- the grocery manager or
assistant menager, as the case may be. And so it goes, up the line.

Authority is Meaningful Only By Virtue of Employee Acceptance

A corollary to the principle of delegation of authority and
responsibility is implied in the example of the grocery clerk above. Note
that we begin with a clerk, presumably the lowest level of store operative
employee.7 This gives tacit recognition to the principle that authority
is impossible without consent and assent of employees. That is to say,
authority'ia granted from the bottom up. Employees traditionally impute
this authority upward to a higher position in the organization hierarchy
when they cast their lot with a particular company. This is simply recogni-
tion and awareness of their initial limitations. Appreciation of the
principle of authority-derived-from-the-bottom will prevent issuance of
orders that camnot or will not be obeyed. Further it will cause members of

higher management to pause and consider the recommendations of euployees

before izaking sweeping generalizations on decisions which they deem to be

7. Perhaps, since the aim in developing personnel is to constantly raise the
sights of employees, clerks could be better referred to as the lowest
level in the management hierarchy.
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for "the employees own good." Secnsible participation will allow for a
mutual appreciation of problems and provide therein a basis for cooperation
toward their solution,

No Worker Should Have More Than One Bocs

A second principle of organization which is of major importance
in growth and development of employecs is known as singularity of account-
ability. No employee should have more than one boss and he (the worker)
must know who he (his boss) is. Failure to adhere to this principle was
perhaps the main cause for failure of Taylor's functional organization
which had employees reporting to different superiors on different problems.
To assume that situations which arise in daily face-to-face business activity
can be categorized as purely personnel problems, purely grocery merchandising
problems, or what have you, is too mechanistic, What is needed, is a view
of the problem in context, an ability to visualize and understand the
conceptual whole and appreciate all the implications and ramifications of
various solutions. Qlearly a "specialist" is not as capable (granted there
are individual exceptions) of rendering as objective a judgment as a
"seneralist". Thus, insistence upon singularity of accountability serves
a twp-fol@ function. In the first place, it broeds confidence among
subordinates. Zach employee knows exactly to whom to look for instructions
and to whom he is responsible for effective discharge of his duties. In the
second place it builds managers, supervisors and executives who are
generalists, capable of passing judgment on a wide variety of problems and

able to realize all the implications of a particular decision.

...........

Morale

A third principle with which we have dealt is the "exception"
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principle. We have scen that this principle means that at each level of
nanagement, the span of control should be such that routine matters can be
handled at lower levels and only the exceptional deviations are celled to
the attention of the superior. The "exception" principle is, in reality,
an extension of the principles of maximum authority and responsibility, the
basic principles. Detcrmination of optimum span of control necessitates a
study of how many subordinates a superior is capable of supervising at
each successive step in the management hierarchy. Ten to thirty is considered
a maximum at lower levels. As one proceeds upward, as we have seen from
Graicunas' theorem, the complexity of relationships and the difficulties
of coordination increase, so that when we reach the top, an executive can
rarely efficiently supervise more than six to eight subordinates. It is
here that we obtain some insight into the reason for pyramidal organization
structure.
8

Much recent attention has been devoted to flattening the pyramid.
We have observed Sears, Roebuck & Co.'s experiments designed to determine
the more efficient structure, - pyramidal or flat. Morale was found to be
higher at the higher ends of the ranges (flat orzanization and loose span
of control). Discipline and control were easier at the lower ends
(pyramidal orzanization and tight span of control). Bavelas' experimentis,
wherein he inserted changes in communications routine, seeumcd to indicate
that the flatter structure had greater flexibility and stability, especially
in time of crisis., The looser span of control appears nmore suited to
personnel development. Since a superior has a larger number of subordinates
to supervise, he is forced to delegate maximunly and greater opportunity is

provided for broadening the interests of a larger number of subordinates below.

3. The "flat" form is cgnfistcnt with Graicunag' Theorem. "Flat
organization, as usecd h y mcans maximizing span of control

ere s
within the specified limits.lmgeyond these limits problems of control
and coordination increase exponentially rapidly toward infinity.
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Looser span of control naizes for fewer levels frou top to bottom and a
relatively ~reater degreec of autonomy at each level., Lines of
communication are shorter (to coupensutie for lossc of Tormal control and
erl'iciency), the enthusiasm ond the personality of top officials is better
able to transcend throughout the whole organization, and morale is generally
higher.

Authority Must Be Couiensurate With Responsibility

A fourth, and final, major principle is that authority must be
commensurate with responsibility, that is, no person should be given
responsibility without the necessary authority to discﬁarge it. No
situation could be more detrimental to morale, for example, then gathering
a group of "trainees" in a conference session, getting them to agree on
principle, and sending them back to the field only to find that they are
frustrated by inflexible policy. A more basic exanple involves the case of
a store manazer who is responsible for "cutting" a certain net profit figure,
yet has not the opportunity for sufficient sales volume, or else faces
expense problems which are beyond his control. Allowances must be made for
differenzes in opportunity. Flexibility of policy is essential to maintenance

of a satisfied and cooperative work force.

Authority of Knowledse and Ideas as Important as Authority of Cormand

A corollary to the principle of cormensurate authority and
responsibility is the principle of complete authority. 4e have viewed
authority as being of two kinds: authority of position, imputed to higher
levels in the organizational hierarchy by those at the lowest lcvel, and
authority of facts, !lmowledze or idecas., Awmon~ men of good will, thorouzhly
indoctrinated in the institutional objective, the authority ol superior
ideas is as eifcctive as the authority to comuaand. Imparting of information

across lines of responsibility rather than through the chain of command

recornizes the "law of the situation” wnhich says that "a successful solution
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to business problems depends in a large part upon the executive's ability
Lo deterine the facts ol the situation, his courage to face these factis,
and his ability to follow the courscof action which they dictate.”
Granting authority to facts, is not inconsistent with sound organization
principles. Line accountability is still retained. Authority of ideas is
the basis for the existence of a staff department. It is recognition of the
two-fold character of authority which mekes possible recormendation of
suggestions on the part of employees and their resulting implementation.
Authority of idcus is the lubricant which makes consultative management --
enployee participation in managerial decision-making -- an effective force
for cooperation and not merely a hollow phrase.

The "Road Map"

These principles of organization have been taken up in greater
detail throughout the body of this thesis and influence all that has been
said. They are the fundamental cormcrstones upon which employees may
develop their leadership potential through the organization structure.

They provide the "road map" which directs management from "here" to "there"
and lets us be confident that when we arrive at where we're going we have
done a thorough job along the way. The most thorough and complete formal
training progrom in the world will accomplish little cxcept as a supplement
to a fevorable orzonization structure.

Presence of Union in No Way Lessens.Responsibility

Existence of a union of employecs and collective bargaining in
no w2y detracts from a company's responsibility for employce developnent.
If anything, prescnce of a union heightens this responsibility. The
" inroads which orgonized labor huve made and the limitations upon management
prerocative which have resulted have been due in no small measure to monc-e-

uent failure to carry out its responsibility to its employees.



Mon-The Centr=l Fijure

In the final analysis all the principlcs of personnel developinent
ney be surmarized in a recognitioh of the dignity of man. By focusing on
man as the central fizure in the economic system, we come to a recalization
that all that is done is done:éhrough people. ilith this as a working
philosophy, couplcd with an aéprcciation of the fact that man is largely
what he thinks he is, we are prepared to apply these principles in an effort

to develop the poeple who will be necessary for our growing operations.
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