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EDMUND L. ATTANASIO ABSTRACT

In recent years, food chain executives have become
increasingly preoccupled with several significant areas of
administrative policies and practices. Three general sub-

Jects of interest are Executive Development, Flow of Infor-

mation in the Firm, and Integrating the Chain and the

Community. This study attempts fto discuss varlous problems
assoclated with these subject areas, highlighting several
practical tools and techniques which may be employed by the
retall food chain.

In order to properly study the development of executives,
businessmen should determine the nature of a trained executive
and what special skills and abilities he should possess. In
additlion to profiling a trained executlve, this study dis-
cusses the objectives and planning involved in any development
program. Empnhasis 1s placed on resources available for
training executives which may be found elther within or out-
side an organization. Special attention 1s devoted to several
developmental methods such as job rotation, guided experience,
conferences, role-playlng and university programs. Since an
effectlve development plan requires a sound selection process,
several modern and useful techniques designed by military
researchers during World War II are studied. The role of the
executlve tralnee is studied with particular emphasis on

self-development., While the firm can devise and implement
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EDMUND L. ATTANASIO ABSTRACT

techniques to stimulate the growth of executives, the ulti-
mate task of executive development rests with the individual
himself,

The problem of facilitating the flow of information
in the firm is studied from at least three viewpoints--down-
ward, upward and horizontal communication. A distinction

must be made between communications which are employee maga-

zines, newsletters, pamphlets, et cetera and communication

which 1s the complex, dynamic interaction that takes place
every minute on the Jjob. In this process of communication,
the store manager plays a significant role. He provides the
person-to-person relationship so essential to effective
communications. This study i1llustrates the importance of
"tailor-made" communications designed for the specific needs
of the 1ndividual firm. Another important consideration is
that a communlication program must be implemented on a regular
basis. Management cannot suddenly initliate a program and
expect satisfying results immedlately.

The responsibilities of a public relations department
and 1ts director are discussed in the study of how a chain
Integrates with the community. In analyzing the problems
attendant to maintaining favorable public relations, eight
different groups are enumerated: employees, the general

public, the community, suppliers, the government, special
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EDMUND L. ATTANASIO ABSTRACT

groups, stockholders and the people who disseminate informa-
tion. Because of the unique problems each group may present,
they are studied individually. Various techniques and media
which may be used to reach these groups are discussed, such
as corporate giving, annual reports, conducted tours, et
cetera. Although techniques are studied, it must be remem-
bered that the work of public relations does not involve a
complicated set of formulae but rather a down-to-earth way
of business which should stem from a firm's moral awareness.
The chain must appreciate the fact that good public relations
begins in each supermarket. In the final analysis, business-
men must return to an emphasis on personal contacts to win

favorable public opinion.
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PREFACE

This study is dlvided into three chapters, Execu:tive
Development, Flow Of Information 1In the Firm and Integrating
tre Chain ancé the Community. The material in each chapter
has been discussec from the administrative aspect.

Chaoter I, "Executive Development," deals with procedures
involved 1in planning and implementing an executive develop-
ment program. Selectlon tecnniques are cdescribed 1n addition

to several methods of training sucn as Jjob rotation, guided

experience, conference and role-playing.

In Chapter II,"Flow of Information in the Firm," the

viriter examines the process of communication along with its

techiniques and mecdia. More specifically, some concepts of

communication and 1ts various directional flows througn such
Mmedia as suggestion sy stems, company manuals, newsletters,
COmpany puwnlications, contferences ané the like are discussed.
Chaoter III,"Integrating the Chain and the Community,"
ls concerned with an analysis of the public relations
functions in a retail food crain. An examination is made
©f tne public relations department and its director, the
difrferent putllics ané some practical tecriniques of publlic

'elartions.

The purpose of this study 1s to furnish part of the

ba»Sic reference material to be used in General Business 437,



111
Food Chain Administration. Due to the wvast scope of each
subject presented 1in this study, the writer has found 1t
necessary to avoid a detailed discussion of each topic.
The purpose of this study 1s to present a troad survey of
current administrative practices and policlies ratiier ftran
to cdevelop an exraustive investigation of each particular
subject.

Tre writer chnose triis study because it presented an
opportunity to galn additlonal knowledge about three inter-
esting and significant subject areas. Thils study also
affordec the opportunlt; to acqulre information concerning
administrative practices and policles in the fleld of foocd
distribution. The information ottained from the research
requireé¢ for thls study should be inwvaluable to the writer
wno 1s planning a career in tnls fileld.

Separate iIntroductory headings have been utilized

Slnce each chapter deals with a different toplc.
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CHEAPTER T

EXECUTIVE DEVELOPXENT
Introduction
Modern industry with 1ts empriasis on expanded o

and cecentralizatlion
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times as
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489, wasz required only at
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supermarkets bave more managerial respons
responsitle for a million
to sixty

men
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industry uscs five 1o ten
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upervise a:nd sup-

store managers must DOLSess

sears

the top echelon o0 management,

More Managers are needed for all levels of supervision



ranging {rom tie *top ec.Ccldon to U'e devartments witaln a

supermarket. TIn acddition to changes wrought by the 1ndustry's

grovth, tne depressiorn and Worid War II mirther Intensified

Part of the current deflicienc, of executlve manpover

fhas bteen compoinded b manazeme.nt itsell. "Tle necessity

00 tusiness el Iiclency nas resultec In tre sveclalization of

management talent, up to and including —ice presidents,
Thereny eliminatirg a fertilie proving ground for wroader

manasemcnt talents, Mores. er, part 07 tre shortage ma;

v

The tasls of tecinical krowoledge alone falls o recognize

fSserntial to the veriormance oI mar.azement lfunctions--plan-
g, organizing, actuating, and controlling.

Because of this serious siortage, tre retall food
iﬂCiustry has vecome ceeply concervied about the quality of

its DPresent and ruture leaders. To an 1Increasing degree,

Tis concern is reling translated into organized efforts

1

- C. Wilson Randle, "Building Tomorrow's Management
*0dax " The Management Review, Vol. XLVI, No. 1 (January,
Lj)i), 8_1.
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toiard The development o executlves One of the purnpozes
peniné <rese erforts is to provice a reserve of trainec and

experienced talent [rom which tle company can [111 executive

vositions, as tre need arlses. £ second purnose ic to

"

atcract into e {lrm talent o7 su

—t

aré intelligence =0 vrovide a source o7 suppl; Ior The

2
program.”

Desrite tris recent emprasis 252 training executives,

man,T ouservers are noT convinced trat dovelopment programs

fe;

(U]

wretier

D

are vworthwrlile., Somo Lusiressmen rave vert to cdeclid

execuiTive devclopment 1is tre "most significant milestone--
or ftre greatest raud--in tre istors of soclal organi-
zation."” Tre following study is not designed to substan-
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Trat srould add to tre success of a development program.
“Xecutive dovelopment programs will bLe stucdled with the
intention of revealing row they ma, e effectlvel, imple-

Mmen+ed b t.e 1204 indusiry.

cutive

Beiore emivarking on a study ol tre procecdures followed
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In Geveloping executives, it mi

“Harold Koontz and Cyril 2'Doanel, Princliples

) 1 of
ﬂ?rlagement (New York: McGraw-Hill Book Co., 19535), p. 359.

) ies of Execu-
(i e Development," Persornel Administration, Vol. 18, No. 1
Janyary, 1935), 33.
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Geveloplng cxec

Wrat are tie prerequ
Firsc, he must bLe able to by
ané generalist, According
“he imerican Managzement ASS

program. Tre

utive. Some companies Lecorne

rograms fthat trhey make limited

uwTlites.

sites oI a poiisned executlve?
“1dge the gap Letiucen specialilist

©0 Lawrence frpler, Presidert of

ociartion, "The ideal exccuti-e

is still tie fellow who has Leen a successful specialist

and can make the rransition to seneralist." The individual
Tr0 would Leocome an executlve 1is usually a specialist wnd
must acgulre knowledge trat ne ¢id not need ecarller and

learn to refraln rom using skills n whicr he ras ween
¢xpert, PRatier than learning techrniigues ancd skilles for
fandling past situatlors, ne needs a deeper understanding of
The rreoretical information that nus teen amassed in the
arious ieclds of knowledze trat btear on tre work or managing.
He must learn tre 1oglc as well as the soclology of organ-
lza+ion In addition, his understanding should extend be;ond
fhe 1i1rm's limited scope.

The exec.tilve traineemust learn much trhat comes only

“l= tre ass mptlion of responsibiiities. He must Le taught
‘hat geclilsions based on sketcl:y, unreliaple iniormation may

4nm
(“’e tr ary

o

L8

Executive Shor
25, 1957), 87.

e "
tage,

Newsweek, Vol. XLIX, No.3



cost his company money and result in tie 153s of hils job.
In accdition, tre furture executlwve must learn: that seeking
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advice 1s not a sign of weakness
strenz*r.. He must bLe taught tre impodrtance 27 timeliress
and orderliness in executive action., He must bLe taugnt

N

these things and man;, o2thers Ly precent, L, example, or by

(Ga

experience.

The future executive seeks 1o afttaln crallenging

€8]

onjectives and then measure nis actual achileveme:rt agzainst
tnese goals., Toe work completed, e does not seex Jjusti-
filecation for rnls siortceomings. In essence, he 1s emotionzll
mature, possescing a hiigh degrce Of
~rzorls o7 the Schodl of Incdustrizl ancé Lavor Pelatlions,
Cornell Universit:, 1ists gua:
tris emdtional mafturi-y:

ro take "knocks"

1. Aviliry

2. Anility 1o witrstandg frustration

2. Anility to te oujective In jucoment

4. ALility to set reallistic soals .
5. Arillit,; to accevt victor: and defeart gracefull;®

Arotrer a. tnority, C. Wilson Randle, in reporting *nc
results of a study of one thousand four nundred and twenty-

o N o

s ancé executives owié five craracteristics

(7]
0]
o
o)
3
o
o)
”
M
-

D

55 Lamore\ensi e lis+t of what siould be taught The
[ityure @xecdt*vo nas veen compiled hy R. J. Greenl. ancé E.
B. Mapel 1in ei“ article, "The Trained Executive: A
Prorile," Tic Development of Executive Talens, eG.M. J.Dooher

(New York: fmerican Management Association, 1952),pp.2z2-23.
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g
9Milton M. Mandell, "How to Gage Executive Porential,
Dunts Revicw and Modern Industry, Vol. €9, No. 5 (Marci.,

19577,795.




signivlica.t o all levels and T, oes O managers: drlve,
inTellectual abilit, lcalersniun, orzanizi:c abllity, anc
initiative. PRandle Iurtrer Iound trat desendabllity and
Hlgn o work standards were sicnificant factors or tor-, oLt
noT lower-level QXCCUIiiQS.T

Trom trese various studies tre gual
erflfective executive may te fowunnd. He 1is
ested in adminis-ra<ion, is dependacle,
elffective 1in dealing wiltr pedple, has £00

emdtlionall, ma

of e

Tre executive

course,

Ve

L.

vo pla; his many

exlst., Wrile there are many, Z2dC executives,
perfect ones Tre fact tizat the rterfect
te Tound does not mearn, nowsver, fhat tusiress
cept meciocrity Realistic exccutive talent
track dowil t.e man whd 1s outrstancing 1n tre
necessary I'or the partlilcular position,

In the final aralyslis, tre ke, 1t s0.NC
Selectlion 1s recognizing wnlcel gualities are

1.
.

are expendatle. Once what

Jou 1+<self has been estatblisied, tn

'\‘,Y
i

Randle, "How to
rvard Buslreus Re-
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Exe.utives,"
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Planning an Exec .tive Development Prozram

Before planning a devclopment vrogram, nanagement must

cefline trhe onjectlves of sucn a Trogram. Ewlng Rellley and

Tr.ym formularecd a set o0 common oujectives:

v

Bernard Muller-
1. TIncrease the eflfectiveness oI tne organization by:
a, Better utlillization of execcutlve avllities.

ssisting execufives to Iunction more erfectivel
n trelr present Jjobs.

[

c. Developling managers wr.o think btroacdly from arn
ovor-al* company viewpdlint, ratner than special-

ists.

d. Increasing teamwork i the manageme:nt groud.

2. Bullc a reserve o gualilied wersonnel 1toD> back up
ke vositions.
This requires tre selcctlion of vromising young exec. -
tives and acceleration 07 tTnelr developmernt 1n drder
"o g:ailfly, them or ©Hp positions at an age early
>nough 1o contrivurte maximom service.,

3 De- ise methods o testing executives' compertence ite-
Tore *tiiey are rromdoted 1D key positions

<, Improve “re morale of memrers oI Tre management g£ro.
Promotions srould be based on systematic review of
as

.{)

tne qualifications o7 all executives. Tris incre

tre probatllity ftrat indivicuals will be assigned

work test suilted 1o trelr interests and atilities.
I minimizes the possibllity of promising incdivicd-
nals languishing in "bling alleys." It also red.ccs
the danger of favoritism,

es

D

Attract cesirable personnel to fre compan;.B

jol

8

Ewing Rellley and Bernaré Muller-Thym, "Plaﬂninb an
lLX@cutﬁ\/o Dezcloomen* Procram,”" Tre Development of Executive
=&lent, ed, M. Joseph Doosher (New York: imerican Manage -
Ment fssociation, 1952), pp. 27-23.




o

"tailor macde" to the needs ol tie individ.izal compan;. Tne
Uniced States Putber Compan, cesigned a program of exec. . ive
cevelopment in 1250 wrnlcr ras been sed as a patterin Ly

man;” ortner comranies In tte past five or gix [ears. IFlve

requisite s 3 are eanmerated:
1. Anzl t£ils o a1l orerating functiosns and responsi-

pilities witrin tre comrarn. .,

no

. Clzssiry execuzlve Jous as %o ifuncxtion and skill.
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Tenn Jears 1or The anagly;sis of all ogerating functlions Tris
avoralcal o1 the vresent organizational structure wWould coni-

~Z2aTion siructure wit: correction o any Ge
ClsTortions that come 2 light, 1s the chic? prerequisite

92 80ound management develonment.
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mman speciilcation, whicr could Lo w3cd as a gsgiection OO,
snould summarize tie general man=zzoment ckills reguired In
vegtal degree. Does tre po3ition require an tovusual Jegsrec
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reguired for tre ndcition syould we incl.dacd TD mea*t <re
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58&2kground in specialized [{'leclds, and T2 what degree?
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A ostudy siould ce nade o0 the exlsting managemen-

I PSS ~ oy, - RPN 1 ~ 1 - o B 3
Wit respect TO e2¢rn man's gresent periormance anc

strengtig, weaknesscs, amhbltions, and Training needs In

3di<ion 43 rvogear . 13 inclde cdarta Nele! c o
acdi-ion, 7iis S c ould include cdata such as age of
rra executlioe, on o 18 exnooted tO meTire @nd is

Tre I'irst tirce steps clted 2s requisites in any

Cevelorment vnrosran orovide Tihe raslic intormacion nich can

Sy mma et S . PR e+ - . M- | .
e Iumnarizes 11 oa reg.Lacement Inentory, ire recrlacemenct

T romoTions, and otner pertirent facts avdut the present
Incumtent. Trhe replacement inventory does noT necessarily
Incica*e management's inten-ions o

fvenn positlion., This factual repdrt tells 7Top narage-

1. Wrnat action cou
vacancy were Cr

2. Approximatelv row long it will Ke a
now in tre_ Jrsanlzation to ready nimselfl for
promotion.

[llustrative o7 tre possible pitfalls in taking thris

ir?fentory is the tendency to count 21 one man to {111 several

(B3

2
“

irerent vecancles. A replacement schecd.le should be as

~

“Ompletc as possivle with a minimum of ambigulty and overla

11
--Reilley, op. clt., p. 34,



Winile empriasis 1s usually placed on the I
developirg executives, 1t must be rememuered tThat T7e Drel-

aratTory stages are crucial to> the planninz trocess. Pains-

consicderanle sum 27 money by minimizirng tne vossipility o
a naprazaré system which iills wvacancles as the” occur
while falling to recognlze arcd anpraise Muture needs.

The gquestion of money, incicentzlly, 1s of paramount

m

importance in the planning o1 a cdevelopment program. Tre
design and extent of the program w111 te determined ty the

STirm's abilit: o finance tre undertaking. Oniy large
Drganizations or smaller companles as a group can arford

nal and
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Trainirg svstems and sometimes, tre expensive consulting
Sexrvices. Heav: ¢3s%s are incurred In large company programs
In the form of salaries for starf experts wro explain,
mdtirate and follow-up 20 nundrecds o[ exec tives toD> sgee
Tmat <re procram is operating properly. This cost factor
D> wever, should not deter tre smaller firms for there are
S€ eral ways of putting a program intos effect with a minimum
eXpenditure.

Belore undertzaking tn » of sueciflic methods which
MA:- he used 1In creazating executives, it is appropriate to

“lew the envlironment and organizational attitudes essenrtilal

"D *the success of any manaveme“t development program.



O garizational Environment

Tre cevelopment o executives cannot ke effected in a
vacuum where the environment In which executives must grow

1s ignored. A cCevelopment program 1s nurtured and becomes

=
fruitful 1In a firm which is oriented towaré training execu-
tives. A firm trhus orlented can make tre growtn of execu-

tives vigorous, can unleash tre talents of each individual
and can encourage podsitive ancd resourceful behavio:r,
This environment can te acnleved orily bty establishing

ning sound prersonnel policles. Trere must be

e

and mainta
conticence ir. the s>wuncdness and fairnesc of the company's
policies. To creafte trls neeced climate 1s to ensure trnat

every supervisor trroughout the firm believes--and practices--

1. A general understanding of company ohjectives and
policies 1s a ¢o2dé thing. This means stating ovu-
jectives and policies ulea“‘g and then seeing to
1t tnat eacn supervisor recognizes hls responsivi-
lity for letting each man know what the goals are

3

and wnat tre rules of the game are.

N)

Fach supervisor must maximize the opportunlities for

his men. Thils means cdelegation of responsicility,

a 1ot of it; 1t means exposing young men to the

business' problems; lettwuo them sit 1n when senilors
restle with the problems; assigning them special

projects that contribute to the meeting of such

problems; 1nviting thelr ideas.

(VY

. Courage, as well as technical proficiency, must be
instilled In young men. This means eliminating the
fear of criticism; 1t means urging ané helpirg
voung men to make declsions without fear of makilng
mistakes. Milstakes are expenslve. This does not
mean avoid criticism; criticizing can bulid a man's
confidence, pricde,ambltion and loyalty; but 1t does
mean constructive considered criticism, never mace
in front of others.
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4. A program of well-conceived incentives pays for
itself. This means basically tnat the company will
pay well; 1t means soundé promdotion policy; 1t means
the provision of 1ncentlve pay to stimulate that
still adcéitional ounce of effort; anc finally it
means recognition--recognition before one's fellows
may be a greafter incentive than anytning with a
dollar mark attached.

A substantial part of the cdevelopment of future execu-
tives must te performed by the immediate supervisor. A pro-

gram will not procduce satisfactory results unless the

)
—

'es his personal responsi-

supervisor recognizes anc cischnar

(o

ng the people entrusted to his care.

T
[y

Eility for cewvelo

3

[

.

Training must inciucde all major elements of the job. A1l
T00 oftern, supervisors will stress certain phases of the
wWOork to tre exclu:sion of others, A supervisor should
approach the training of each man as an incdividual problem--
demanding speclal attention to individual strengtns and
weaknesses. In addltion, he will be expected to "appraise
the tralnee's rate of procress and incentive to get ahead."13
This supervised training can reach 1ts maximum effectiveness
only when every manager 1s made to uncderstand that tre devel-
Obment of his immediate subordinates 1s an important, 1if

N9T  the most important part of his job. Unfortunately,

. 123onn Corson, "Managers Need Three Smart Teachers,"
Yation's Business, Vol. 45, No. 1 (January, 1957), 81-82.

p 13Edward N. Hay, "Your Boss Is Your Trailning Director,'
£rSonnel Journal, Vol. 35, No. 6 (November, 1956), 220.
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management in some food chalns has not aggressively promoted
this attitude of developing subordinates.

In any development program, top management must set
the tone. Setting the tone 1s not the by-product of a
hasty visit by some management consultant; rather 1t 1s a
continuous process of setting good example for subordinates.
The program director should occupy a high-level position in
the organization, as close to the chilef executlve as possible.

The chlef executlive, in turn, should sponsor the program by

providing general support and leadership. While executive

development experts may séll and install case study, multiple
management, human relations courses and assorted plans
regardless of top management's interest, understanding or
readiness, executlive development 1s not possible wlthout

the firm's support and acceptance of such programs.

Implementing the Program

Assuming that a sound plan for executlve development
has been drawn up and the organizational groundwork firmly
laig, top management can then approach the actual problem
°0f developing executives. The vast array of methods used
In executive development can roughly be classified into
three types: resources avallable within the company, out-
slde tne company and eilther 1n or out of the company.

Resolxrces avallable for executive development wilthin the

COmpany are:



—
U1

1. Regular and contlnuous coacning by superior
2. Periodic "developmental planning" sessions with
superior
3. Planned experience on céifferent jots
4., Gulded experience on present job
5. "Managing-upward" experience
€. Planned rotation in other Jjobs
7. Committee assignments
8. Planned visits to company offices or plants
9. Special work assignments
1C. Planned staff meetings

11. "Assistant-to" or administrati—e assistant positions
12, Temporary uncerstudy positions
13. "Task-force" assignments

Resources availlable outside the company:

Sveclal evening classes, institutes, and so on
Selected workshoos and seminars

Membership in tecnhnical societles and attendance at
special meetings

Uni ersitys prsgrams

Communit; service experience

Professional psvchological advice

ProZessional mecdical advice

W N H

. .

=T AT =

Resources avallable eltrer In or out of the company:

Assignec or directecd reacing

Counseling by o2ther than supervisor

Putbilc speaking training and experience
Chalrmansnlp andé group leacershlip training and
experience

Planned visits to other compmanies

Creatlive writing experience

Broad, general reacing

Depth interviewing for self-appralsal and self-
analysis

Lo nO b=

Q0 -l ot

This comprehensive 1list offers resources by which the
€Xecutive can cdevelop any or all the needed managerial
) . . s . . . \
511 is--know-how, leacdership and understanding of the busi-

Ness environment. Resources listed as outside the company

"4 .

1 Josepn M. Tricket, "Fulfilling Individual Needs 1in
Management Development," Personnel, Vol. 33, No. 6 (May,
1957, 523, -



1<
stlll must be sponsorec from within by top management tD ke
ef fective.

-

Generall,, tr.e most wortnwnile tralning is e:

—t

Tectec
thhrough resources found wlthin the company. Thils type of
tralning 1s built into daily on-the-job experience. Implled
is the recognition trnat leacdersnlip germinates under the
pressure oi neeé and grows In an environment of organizational
freedom ancé responsitilit,;. Leadersnhip develops only througn
Intellectual and energetic effort on the part o the trainee
anc the rewardé of his talents by..is noss anc¢ his organi-
zation. Development of executive talent 1s impossitle

w1 thout the delegation of responsitility for results and
authority to manage. "All trhils means that most development

15

must take place btasically wlthin the company 1tself."

Job rotation. DJne metrnnod of tralning which has come

tO te consldered most important by fo2d retailers in recent
/&ars is job rotation. This is the planred movement of men
from one position to another for the tasic purpose of
fNncoyuraging and stimulating tre growth of tne Individual.
The Jobt rotation method of ers several adantages to
the employee, Perilocic changing from one job to another

Proviges a well-rounded tralining and a background of

[y
B 15Howara Johnson, "Where Management Development
Q%1011%5," Nation's Business, Vol. 45, No. 6 (June, 1957),

-




experience for the indivicdual, famillarizing nhim with many
pnases oI the company's operations. The man so trailned
consicders his problems anc¢ makes nils decisions more intelli-
gently, in the light of thelr effect on the operations of
the orzanization as a whole. The rotatee 1s afforded thne
opportunity of meeting and working wlth many company
emplo.ees.

An Important advantage to tre employver is that he
can test the individual trainee through job rotation. Execu-
tive atllity and versatility demonstrated in the assignments
provide an indication of which men are most sultable as
materlal from wnhich top-fllght executives can be cérawn. In
addition, any lack of executive atility 1s similarly

16

cemonstrated.
A major disacdvantage of Jjob rotation 1is that it can

SOmetimes disrupt the normal business operation. This may

e overcome bty not moving too man:” trainees at one time
and by retaining a nucleus of trained supervisors in each
department to steer the trainees uatil they become famillar
Wl th their new positilons,

Job rotation between nlghly speciallized technical de-

Partments or at higher levels 1n any department is often

16A detailed listing of the advantages 1n a Jjob
Station program may be found in the study by Dwight S.
Sargent, "The Job Rotation Method," The Development of
Executive Talent, ed. M. Joseph Dooher (New York: American
Management assoclatlon, 1952), p. 95.
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Gifficult. 1In Tact, thls tecrnique lends itselfl easily (o
the cdevelopment of managers at lower levels. Accordingl,,
many food retail cnains utilize Jjob rotation for the training
o future store managers. (ompanies such as Grand Union and
Kroger have taslc courses deslgned or tre oung newcomer
to the tusiness. his new man is introcduced to each area
Of supermarket overations in order to acqulre a kroac
workling knowledge of trne business. The goal 1s not to
develop an apprentice butcrer or produce clerk but a manager
wno can supervise and coordinate tne varied supermarket
functlions. To attain optimum cooperation, rotatees should

ing ro

ot

e told why they are Le zted and should be counseled
a&s t2 how they will be expected to fit intd the over-all
Picture.

More cnialns would benefit b devdtinz extra attention
to the young trainee during the early years when he first
JO ins the company. ) urlng this time, tne corporation's
Influence is at its maximum anéd 1t could obrtaln the maximum

re turn for effort expended.

Administrative assistant positions. 4 variation of

JOb rotation is the use of assistants at top management
levels. These assistants aid in executlwve -iork and handle
SOme executive responsibility for a few years. They are
then generally asslgned to positions of line responsibllit:

Leneath those whom they may have served as assistants.
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Although this metiod has the apparent advantages of

broadening experience, permltting assistants to famillarize
tnemselves with the trinking of recognized authorities, and
improving selectees!' morale, it has several inherent cisacd-

vantages. An assistant is "seldom subjected to the pres-

wl7

sures and challenges o an exccutlve possition. Perhaps

most detrimental 1s tre "fair-haired boy" reputation which
tre assistant tegets. Thils ma; ramper him for many _ears

Lut can be offset by virtue of exceprtional skill anc

personality.

Gulded experience. Guicded experience consists of

ct

vlanned on-the-job projects conducted under the directlion
Of each trainee's immedlate superior. This t:pe of cdevelov-
ment rests on two accepted facts, that the best way,y to learn

o

Is by actually doirg, and that training 1s most elfective
“nhen it takes place under tne guidance of a capabhle and
understanding supervisor,

This emphasis on the supervisor for tralning offers
a maJjor limitation. Some executives lack the attitude,
Qualities and skills demanded in guliding subordinates. Some
food reftailers, still believe in the survival-of-the-fittest

Uy pe of development where the best men are filtered to

1 euts A. Allen, "Can You Eliminarte Assistants?,"

qu}'s Review and Modern Industry, Vol. &9, No. 2 (December,
195867, 118.




o
top positions over a long period of self-instruction and
self-development.

The supervisor, to be a good instructor, should have
the desire to teacn. He must have patlence and the ablilit:
to make himself understond. 1In addition, he must possess
a working knowlecdge of tre job. Too often, tnis last factor
1s over-empnasized in the selection of a super-isor-teacher,
The 1Incdivicdual who 1s most proficient at the job 1s chosen
with little or no regard for his abilit;- anc desire to
teach. A wiser crolice would ke trhe man who can teach and
rnas a satisfactory knowledge of the job.l8

Adéed to this 1li1st of characteristics snould be tle
supervisor's atilit;s to appraise, arnalyze and uncderstand
the tralnee. An astute supervisor can avold time-wasting
mistakes such as trying to train or develop a man along lines
he does not want to go or 1s not capable of going.

There are four tasic stevs in a program 0of guldecd
eéXperience. The first one 1s taken when a supervisor
eXamines or audits his cdailly experience to findéd tre trainee's
One major weakness needing attention first. For example, it
milght be found that a tralnee's major weakness 1is trat he
Mmakes too many snap Jjudgments based more on guesses Or

OPinions that on facts.

l8The Rescearch Institute of Amerlca reports a detalled
}1St of characteristics necessary for the supervisor-trainer
N the article, ". . .But Whno Will Do the Coacning?,"
Supervisory Management, Vol. =, No. 4 (March, 1957), 18.




The secondé step 1s to determine the effects of tris
weakness. One effect might be the loss of confidence Ly

associates as the tralnee 1s found to be making too many

mistakes,.

m
ES

e third and more difficult step 1s to determine tre
causes of tne weakness to he corrected. The supervisor muzt

1

list reasons for the man's doing things that reduce his
effectiveness, cost tre compan. money and limit ris own
future. Some o these reasosns might he thaft the frainee

I1s too much a man of acftion for top policy-making or traft

re coes not know rnow o> secure tre facts neeced Tor consid-
ered declsions. The supervisor may find it necescary o
seek the *relp of tralning men, fellow-executives, or outside
experts In this step.

Finally, the supervisor btulld:s a program of action

@]

deslgned to remedy the defect by geotting tne subordlnate to
recognize and remoe 1ts cause. Alone 2r with *ie help of
trained counseling personnel, the execuftlve mav work o2ut 2
Plan of remedial action whicr might include commlittee work,
Special assignments or Informal falks,

Guicded experlence, of course, cdoes ndt meet all the
needs of executive development but 1t does provide a good
approach to training personnrel for high level positlons,

An important advantage of gulded experience is that 1t
Offers a structural core around which otrer methads ma; te

grouped. Furthermore, this is tre "least expensive ay to
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;
develop a man."*?  Gquiced experience is timely and directly
related to the actual conduct of the business. The trailnee
develops where his supervisor believes that development 1is

needecd. Finally, it provides the opportunlty to practice

and f1x good ravits.

Conference tralning method. The conference training

method 1is divorced from the authoritarian tradltion of ecu-

cation In that 1t attempts to achileve group action through

participation. Management has come to realize that con-

Structive learning 1lnvolves change and acdjustment of atti-

tudes and benavior. Thils kind of learning 1s stifled by

authority; it requlres participation in creating the learning

environment.

Participation for the sake of particlipating i1s not

€nough. In fact, unrestricted and self-oriented particl-

Pation is likely to negatively influence the group's

e ffectiveness in evolving a solution ané minimize the

InG 1vidual's involvement. The protlem, then, it to "create

& <climate in which participants are free to discuss real
: , 20
Prowilems in which they have a sense of involvement."

The——

9Ear1 . Planty and Carlos Efferson, "The Guided Ex-
P& yence Method," The Development of Executive Talent, ed.
- Joseph Dooher (New York: American Management Association,

1952), p. 91.

D OThomas G. Spates, "What's Wrong with Executive
(@‘!elopment?," The Management Review, Vol. XLV, No. 12
December, 19567, 1077.
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The training conference should present problems that
can be closely associated with the individual's dominant
needs and goals. The individual must feel a genuine need
for training. All too often, the tralning director assumes
that thils need exists. Emphasis should be directed toward
communicating the importance of the subject to the iIndivid-
ual so that ne can more readily appreclate thé genuine need
for a solution to the protlem presented.

The entire training program will be of little value
1f the 1indivicdual cannot readily apply the principles and
Techniques used 1In solving the conference problem to his
actual Job. The tralning situatlion will have a decreasing
cegree of felevancy (zné consequently participation) as the
gap widens between knowing and cdoling, or words and actilons.,

When applied properly, the conference metiiod benefits
the 1indilvidual by encouraging original trought and tre
e Xpression of new ideas. This training metrod also helps
the individual ricd himself of old 1lcdeas, prejudices and
fears. Finally, 1t provides information anc encourages the
individual to seek more detailled information.

Like an_ other management tool, the conference approach

Must pe handled carefully with a keen awareness of where it
Can pest fit into the over-all picture. Careful screening
1s required to set up problems for ciscussion. All the

&Vailable facts must be presented beforehand if the anal sis



e
is to be procductive., The probtlem must be limited and de-

R}

fined so that it can be handled in the time alloted for
ciiscussion.e1

tn Important factor which undoubtecdly affects the
success ol any conference is the skill of the conference
leader. This skilll must be developed 1in tne art of posing
provocative questions and in encouraging discusslion. Instead
of dogmatically presenting nhis 1ideas and asking for questions
the good leader presents the facts and tren asks, "What do
vou fellows think?"

The Kroger Company 1in formulating a Junior Confereﬁce
for management development advises tre conference leader in
the following manner:

The Conference 1s purposely set up in such a wa; as

to secure maximum effort, participation, and discussion
from thie men themselves and to> ald them to learn to do

L, cdoing.

Toss questions to the group, or to indlividuals,

in orcer to get trem to think--this not only helps
to broacden the men, but helps jyou to 1dentify the
"“hinkers."

Please make important points which ou feel will
stimulate or broaden the group, but make such a

point only as a "last resort"--after every effort
nas been made to draw the point out of the group.

Refrain from troad compliments or flattery towarcd
an individual candidate. Jnce the "btrass" has 0XK'd
a man's performance, it 1s very improbable that

<ip getatiled study of how to plan and implement the
gﬁorlference method may be founcd in an article wrltten by
Ciilhael G. Blansfield, "Executlve Development Started With
(Orlference Leadership,” Personnel Journal, Vol. 35, No. 5
Octover, 1956), 182.




the group will gilve constructive criticism to the
man. Compliments are often discussion stoppers.

Avoid direct criticism of a man. If the "brass"
criticizes a man he 1s very apt to "clam up"
instead of "open up." Insofar as possible, use
questions to get the group to make constructive
criticism which is due.=

In addition, the conference leacder 1s advised as to
what points to look for iIn eacnh man's perf{ormance.
ABILTTY TO THINK--BOTH IN BREADTH AND IN DEPTH

Does ne see things in perspective? Does he dig
teneath the surface? Does ne translate his experi-
ence 1into practical know-how? Does he react to
problems reacdily and surely?

ABILITY TO PUT IDEAS ACROSS CONVINCINGLY AND CLEARLY

Can he get to the pcint? C(Can ne sell, persuacde
and infiuence? Does he make himself easlly under-
ST00d, or is he vague ancd confusing? Consider
poth the quantity and quality of his comments in
discussions.

ABILITY TO GET RESULTS THROUGH OTHERS--HUMAN RELATIONS
KNOW-HOW

Is he skillful in gaining cooperation? Does he
have a "We" attitude? Does he work wlthout
ruffling others ancd witnout building resistance?
Can he earn acceptance, attention?

ABILITY TO WORK EFFICIENTLY--PURPOSEFUL ENERGY

Does ne direct hils efforts toward goals ancd objectlves?
Is he growing and learning?

ABILITY TO MAKE A GODD IMPRESSION--DISPLAY MATURITY AND
PERSONAL FORCEFULNESS

Is he self-reliant? Does he take the initilative?
Does he realize that the future depends on hils

29" Junior Conferences in Management Development,"
Descriptive Material Regarding the Development of Men, The
T'Ooger Company, unpublished material, n.d.
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own erforts? Is he a constructive tninker,positive
ané relpful; or a "No" man, a chronic oktjector.

As a final note, the conference leader 1s advised to
look for any additional qualities in the Indlividual wnich

could be used to advantage in the Kroger organization.

The case method. Ano.her group approacn to executive

development is the case study. Tris method of off-the-job
trzining augments the process of learning by doing. The
trainee learns to develop skills in probtlem-solving by
Studying a written outline of a business problem. Finally,
tne case 1is thrown open for discussion. The leader's Jjob
Is to guide this discussion wnut not to force concliusions.
This trainlng device can be used In several ways.
The Tennessee Valley iuthority's human relations training
Program uses "live" case material submitted anonymously by

24 These real--

the trainees themselves for group dlscussion.
and as yet unresolved--problems enable the trainee to follow
a dynamic case situation. At the same time, the individual
Submitting the problem mignht gain helpful ideas during the
¢l scussion of his case.

The case method cdemonstrates the value of reaching
decisions through group participation. A4 problem of this
Me Tthod 1s how to get the tralnee to translate off-the Jjob

—

23Ibid.

24, W. Fredriksen and Helmer Martinson, "Helpilng
Supervisors Train Themselves in Human Pclations," Personnel,
Vol. 31, No. 4 (January, 1955), 323.



training into on-the-job behavior. Thils questlon may be
resolved by drawing only on real, current problems for
training material. A major weakness lies in the inability
of a case to present the intricacies of the complete facts
or "feel" of the situation. The case cannot convey the

pressures andé responsibilities accompanying the actual

situation,

Role-playing. £ popular method used in developlng

numan relations skill 1is role-plaving. This technique uses
the same approach as tre case method, except that the sit-
uation is actec out. Two or more memters of the group are
g1-7en a human relations case situation which they must act
Sut without the use of a script or renearsal. All the
Lackground material leading up to the occasion where the
group becomes involved in the plot 1s relatecd. At this
POoint, it i1s up to the participants to show how they would
handle the problem.

As the acting proceeds, the training director and
OCTher members of the group evaluate the performance. After
the role-playing has ended, others may be selected to act
Out the same situation or a general discussion might follow.
The yse of a sound recorder 1s often helpful 1n that tre
Pe€rformers can appralse thelr own efforts.

This technique may te used 1In a variety of ways in

the retall food operation. Better methods of motivating
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department managers for special promotlonal activities might

be evolved. Supervisors might be requested to evaluate

varlous methods of handling store managers who resist policy

changes. 1In effect, role-playing can be used in any of the

areas where there 1is a person-to-person relationship.
From a training standpoint, tre role-playling technique

has several advantages. The tralnee learns by dolng, and

puts what he ras learned Into 1mmedlate practice. He
assists In tralning nimsell. A new approacn to a problem

mlght te cdeveloped by the trainee assuming a position

foreign to hls everyday role. For example, a member of

management might renelit from having to assume the part of
& wunion steward. This procedure also helps the trainee to
cdevelop hils abllity to speak and project ideas.

inother use 2f the technique 1s known as anticlpatory
r>le-playving. "Here, a supervisory group, for example, may
be concerned with how to present a protlem to top management
asS a group or how to concduct a staff meeting successfully."25

In  these cases, a group would play a scene as they would
4C T 1n a forthcoming situation and then analyze the potential
ef'fects of thelir actions.

Role-playing also suffers from some serilous disadvan-

tag}?s. Too often, the group places major emphasis on acting

e——

251,, P. Bradford and K. Lippitt, "Role-Playing in
Ma;l’lagement Training," The Development of Executive Talent,
€4. M. Joseph Dooher (New York: American Management Asso-

Clation, 1952), p. 202.
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rather than on the problem involved. The partlcipants may

"verbal fencing." The group

be merely practicing the art of
may become s2 Involved in the technique itself that the sub-
Ject matter and content are forgotten. In some cases, a
Girect question or problem mignt be more effective and less
Tlme-consuming.

While these dlsadvantages seem [ormicdakle, they can
be overcome almost entirely by a trailned, capable and experi-
enced role-playing leader. Maximum value will accrue from

role-playing whren the leader or director has developed

conslideratle skilll in the use of tnis technique.

University programs. 1In recent years, increased

emphasis has been placed on management courses at colleges
and unlversitles as a development technique. Management
Cowuirses are currently being offered at Massachusetts Insti-
tute of Technology, Harvard, Coiumbia, Northwestern,
P{ t tsburgh, and many other schools.20
Today, management 1s confronted with the problem of
def?ermining what contribution, if any, unliversity programs
Can make to the development of executives. £4s mentioned
€arlier in thls chapter, most cdevelopment must take place

basically within the company itself. "The university, how-

€Ver, can contribute much to the development of executives

—_—

2OKenneth R. Andrews, "Is Management Training Effective?,
Part II, Measurements, Jbjectives and Policy," Harvard Business
Review, Vol. 35, No. 2 (March-April, 1957), 7.




provided the company sencés the people best qualifiec to
benefit."<’ To appreciate what the university can offer,
1t might be wvaluakle to study the different stages of
Cevelopment In a manager's career and relate these facts
to university training.

A prerequlsite for successful management 1s the
development of know-how. Here 1s where the functional
ffields of management fit: accounting, marketing, production,
and so forth. While in most of these areas a man develops
through doing, university courses can offer valuable help.
Initially, the future manager's thought processes and
me thod of problem analysis are sharpened. In special or
nNewly developing inf‘ormafional areas, sucn as market
re search or industrial relatlons, tre university 1s able
to provicde the latest information.

Another area of development 1In tre career 0of a manager
1s his basic understanding of human behavior--his leadership
SK111. Intellectual familiarity with leadership skills is
No t enough. Practice and improvement within the corporate
81 tuation is essential. Nevertheless, leadership can be
€l courazed and strengthened by exposure to the university
Program. Leadership skill can be developed withln the

Miversity culture tnrough practice and improvement.

27
Johnson, loc. cit., p. 36.
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Finally, the manager must develop an understanding of

the total complex of business. He must have an under-

standing of where his company fits in his Industry, 1in his

country--the rorces that impinge o2n it and shape and direct

his own effectiveness. This broadening of the executive's

outliook can bte almost uniquely provided by a good university

program.

According to a survey conducted by Business Week the

participation of retail units in advancec courses 1s rather

28

infrequent. Nevertheless, several food chalns have be-

come interested in these courses. The Safeway chalin uses

a university course in its development program. This course
requlires specialized study at eitner the University of

We stern Ontario or the Harvard Graduate School of Busilness
Administration.

At a lower level, food retailers are definitely more
active. Many food organizations sponsor the Food Distri-
Sution Curriculum at Michigan State University where young
Mer are trained and educated for future executive positions
In  tre industry. A4 testimony fto the success of this program

s tre Tgpot that similar courses are telng planned in other

leacding universities.

Directed readling. Genuilne learning is essentially

Personal, depending upon self-motivation and derived from

———

28'petailers Joln the Talent Hunt," Business Week,
N>, 1425 (December 22, 1956), 111.
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the felt needs of the indivicdual. An excellent tool for

thls learning 1is the llbrary. For many executives, good

reading has furnished that "added plus" which put tnem to

the top of tnelr organlzation.
Some companies have developed an "Executive Library'--

a growing collection of 1Important tooks, Jjournals and

speclal studies in administration, managzement, human rela-

tions, personnel administration ancd allied flelds.29 One

"irm, the Kroger Company, publlisned a selected list of books

Ceslgned to cevelop both present and future executives.

For convenience, trnese btcoks have been grouped under tne

ffollowing categories: O2rganization and iAdministration,

Successful Mercnandising, Leadersnip and Supervision, The

Art of Straight Tninking, Improving Your Communication

Skills, Understand Yourself and Others, and the Ciimb to

the Top.30

In addition, some suggzestions are gilven on how to get

more out of reading. The good reader will read with a

definite purpose in mind. He will pick a subject about

Wwhich he wants to learn and then select those tooks or

arti1lcles whicrh would be most informative. He will read

aCtiﬁVely, looking for the main thougnts. Another requirement

—_—

2INathanial Stewart, "Bullding Tomorrow's Management,"

Dun's Review and Moderrn Industry, Vol. 67, No. 1 (Janvary,

1958y 7,

30"Knowledge is Power," Descriptive Material Regarding

%@i~12§1§lgpment of Men, The Kroger Company, unpublished
ateria1, n. 3.
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would be to read objJectlvely, evaluating the author's

thoughts. Finally, he wlll read to l1lncrease his vocabulary.3
Many executives attribute much of thelr success to

the habit of.productive reading. Since their time is limited,

they must be discrimlnating in thelr readling sources., The
executlive must select those publications which he feels
would glve him a broad ancd comprehensive understancding of
cusiness zud current arrfairs. 32

This type of self-improvement polints up the fact that,

no matter how much 1s core through training programs and bty

the boss, a future executlve must develop himself. 1In
addlition, he must demonstrate througn day-by-day performance

that rhe wants to get ahead. He will work a little harder

Or a little longer. He exprecses a deslre to learn and cdoes

Not profess to know all the answers.

Selection Technlques

The best development program 1s worthless without a

Selection process which can provide good executive material.

31144,

32A food chaln executlve can cnoose from several trade
girﬁiCDCiicals, Chaln Store fze, Super Market Merchandising,
a%oégr%?ssive Grocer, and Supermarket News for information
f;ngt' the fooc incdustry. There are many excellent sources
Revj‘C?LArrent busliness information, such as: Harvard Buslness
FE?E;EiEZ’ Wall Street Journal, Business w§ek, Nation's Bgsiness,
WB?:rlifli’ et cetera. [Time, Newsweek, and U. S. News and
?Tfffsi Report capsule current worlé news in an easlily dlges-

S  form for actlve executlves,




Tris problem is further iIntensified with the realization

that "only one or two persons out of ten thousand possess

the necessary characteristics, personality qualifications,

édrives and motivation that are requirec for top management

2
r*esponsibilit;’.”’3 To intensify the problem, man; potential

executlives are not attracted to the food incdustry as a

career. Tre 1ndustry suffers because of 1ts low prestige,

relatively low starting salaries and lnconvenient working

hours. Actually, they neglect to take into account the
long-range advantages of the food industry, rapid advance-

ment, securlty, and good executlive salarles.
This scarclty of leadership personnel necessitates a

careful cetermination of sources from which talent 1is to be
Selected. Food chalns use at least three methods: (1) rely

onn "natural selection," (2) recruit from other companies,

and (3) éiscover and develop potentlal executives from

Wl1thin the company.

"Natural selection" depends on the "survival-of-the-

1t test" concept in which the best executives are filtered

o tre top. This 1s usually too lengthy a process and does

not supply executive manpower 1In the quantity required by

MOG e yn food chains. Furthermore, this attitude overlooks

)
“©  rmoral factor that a man should be glven every opportunity

4+~
O 3,
: & row with his company.

\

3350nn C. Harkness, "Planting and Growing Executives,"

‘[l.m b ~r ld
~—-S > 3ican Buslness, Vol. 27, No. 1 (January, 1957), 20.
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The second alternative of bidding for executives among
other firms can become a costly expecdlent in thls present
tight manpower situation. Conceivably, plrating can generate
111 will among businessmen. Filling top positions with
outsiders can also have a demoralizing effect on Junior
executives. Nevertheless, thils practice 1s still prevalent.
More than forty per cent of all firms hire more than ten
per cent of their executlives from the outside.3u

The most effective means of securing a pool of execu-
tive manpower 1s through development from within. The
search for executlve talent should begin within the firm's
own ranks. Of course, complete reliance on this method
may mean sterllity. When a food chaln decldes to merchan-
Glse non-foocs for example, 1t might be advisable, even
necessary, to secure the services of a variety or department
Store exec.tlive,

Many chains find it necessary and advisable to hire
college gracduates to supplement this source from wlithiln the
company. Some chalins still avold college tralned personnel
preferring those with less education and more practical
experience.

The major weakness of any selectlon process, however,

Is the lack of any precise means of evaluating executive

34"Industry Beats the Bushes to Fill Top Management
Jobs," Buslness Week, No. 1434 (February 23, 1957), 173.




ility. Edward R. Stettinius, late head of the United

o

a
States Steel Corporation has been quoted as saying: "Is it
not obvious tnat ways ancd means must be found to dlscover
and evaluate the executive 1in accordance with pre-established
standards? Isn't it at once cesirable and imperative that
we tring to this provlem sometning of the scientific spirit‘?"'BE
Almost every company can make successful strides 1In its
selection processes by the full use of demonstrated tech-
niques: interviews [rom the simple factual to the depth,
clinical and group types, tests to secure interest, per-
sonality, intellligence, attitudes, and btiograpnical data.

AS an approach to scientific selection and appraisal,
"specialists in thne field of interviewlng generally agree on

1136

several princlples. They suggest that Interviews should

te conducted onl; by those vwho have demonstrated their
ability to slze up other people. TInterviewers srould have
extensive Information about the job to be filled. They

must know how to integrate results of appraisals, tests,

and work history cdata with interview Information. Wrenever
possible, several different interviewers should be used on

a consecutive basis. Proper interviewlng methods when used
“lth psychological tests can perform a higrhly useful finction
In providing a reasonably oujectlve yardstick in reaching

Personnel cdecisions.

39Mandell, loc. cit., p. 45. 36Ibid., p. 96.
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Testing, too, 1s receiviing increased attention in the
selectlon of management material. Thirty per cent of a
group of poth large and small companies surveyed by the
Bureau o7 National Affalirs in 195¢C wused tests 1in executive
selection. 1In 1952, twelwve per cent of the larger and
twenty per cent of the smaller companies used testing
techniques. 3’

The Kroger Company has founc tests to be most useful
in identifying "poor management risks." These tests are
used with a full awareness of their limitations. The ftest

result 1s merely one element among a variety of factors

%

1

which are considered. & management prospect within the
compan 1s not eliminated from consideration on trie basis
5f these tests alone. Jn the otrer hand, a management
brospect from outslicde tre company can be elimlnated from
consideration by an "Unfavorable" result on the mental
alertiness test.

Figure 1 shows the results of a five jyear study on the
successes and fallures o0 keymen accorcding to thelr test
estimate of potential. The two hundredé and one successful
ke -men consisted of those who operated effectively at Branch
Proguct Merchandliser level or atove, plus men who (during
the five vears) successfully held at least one Administration

Pa;roll jobt and moved up to a better Job. The one hundred
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Fig. 1. Percentage of successes and fallures
according to test estimate of potential.
Represented by letter grades: A, B, C, D

Source: "Personnel Selection," Descriptive Material
Regarding the Development of Men. The Kroger
Company, unpublished material, n.d.
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thirty failures were men who were demoted from Administration
Payroll Jobs to weekly payroll Jjobs. This chart shows the
percentages of successes and fallures at each letter grade.
These filgures shouid be considered against the flve-year
average of sixty-one per cent successes and thirty-nine
per cent failures. Of particular significance 1is the fact
that there were almost four times as many failures at "D"
than at "A"--sixty-six per cent versus seventeen per cent;38
A varilety of tests are now avallable to industry for
use in the selection of executlve personnel. Interest
Inventories are among the most valuable of written tests.
Many kinds of personality 1lnventorles are also available,
including the Bernreuter Personality Inventory, the Thurstone
Temperament Schedule and the Personal Audit. In addition,
projective tests are arousing increased interest among
businessmen. They 1nclude the well-known Rorschach inkblots
and the pilctures of the Thematlic Apperception Test. These
tests are being used to learn more about the potential
executive as an individual. They recognlze that executive
abllity is not measureable by work samples; 1t is not a
tangible, definable skill. Tests may indicate areas of
Satisfaction, the degree of an individual's motivation and

the extent of his emotional controls and cdefenses. The

!

38"Personnel Selectlion," Descriptive Material Regarding
the Development of Men, The Kroger Company, unpublished
material, n. d.




expense oI using psychologists and const:iftants mignt pre-
clude the use ol these tests at other than top management
1evels.39

A recent cdevelopment 1in selecting rersonnel 1s tre
group appraisal method. The prospective tralnee 1is exposed
to a group of supervisors for appraisal after going through

40

a battery of tests ancd depth interviews. Thils recognizes
fne importance of personal JjuCgment In the [inal selection
of executlive material.

Wnlle tnese tests may Yve helpful, an organization
cannot go overboard on any one selection method. The general

Ial n

rule guiding the use o these findings is that "0

t
D
ct

S

finding 1s to be zacceprted as valid unless confirmed by
o P . s N A \ ) nu’l
other evidence Iindependent of the tests tiemselves. In

trhe final anal) sis, sutjecti e Jjudgment factors form the

bases for personnel declilsions.

39These tests are descrined in detail in a report by
Milton M. Mandell, in his article, "How to Gage Executive
Potential," Dun's Revlew and Modern Industry, Vol. €9, No. 5
(March, 19577, 43.

uo"Gro:p Appraisal Plan Helps Find Executive Timber
In Company Ha;stack," Business Week, No. 1420 (November 17,
195¢), 135.

4 |
Lyames C. Wortry, "Case 3: Sears, Poebuck and
Company," The Development of Executive Talent, ed. M. Joseph
Dooher (Ne York: American Management Assoclation, 1952),

P. 356.
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This initial selectlon 1is onl, trhe first step.
Selection of prospective executives should be conducted
rating or evaluaftion

on a continuous basis. To tris end,

plans are often used b, management.

Rating Techniques

Rating plans are set up to serve at least six purposes:

promotion, transfer, improvement of employees, icdentification

of areas where training 1s needec, establishing a jyarcdstick

for the evaluation of selection procedures, and layoff.

These purposes are selcom served eqgually well by any one

plan. 1In fact, the exrerlence of those using this technique

has been trat a plan serving one of the purposes effectively

causes consicerable trouktle if an attempt 1s macde to use it

)~

ffor anotrer purpose for whichh it is not adapted.
Mocdern businessmen use a variety of rating technrniques,

ranging from progress reports to standardized achievement

tests. Whille managemenft 1s not entirely satlsfiecd with any

the situation

43

few years.

rating syvstem trat has Leen developed tnus far,
has veen markecly Improved during tne past
Chaxdges nae been brougnht about tnrough military researcn

CdNducted by the armed forces during World War IT. Tre

ugJoseph Tiffin, "New Techniques in Merit Rating,"
The Developmert of Executive Talent, ed. M. Joseph Dooher
New York: American Management Association, 1952), p. 301.

4
3Ibid., p. 306.
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research was necessitated by military recognition that the

traditional "efficlency ratings" (poor, fair, good, excel-
lent) were not serving the purpose of identifying promotable

men. A great majority of the men were rated "excellent" and

thus discrimination was impossible.
This study of rating techniques will be limited to

a brief examination of two new methods devised by military

researchers. These methods are significant in that they

lend a new emphasis to the problem of rating personnel.

One technique--the forced-choice method--was devised

to avold a piling up of the ratings at the "good" end of

the scale and to also avoid the possibility of unrepresen-

tative ratings belng given because of favoritism.

In its original form, this method lists descriptive

phrases, arranged in groups of four statements per block.
Two statements are obviously favorable and two unfavorable.

The rater 1s asked to check the one most descriptive state-

ment of the subject and the one least descriptive. Actually,

only one of the favorable statements differentiates between

men of known ability, and this one 1s scored. The same

hold s true for the unfavorable statements. The scoring key

1s not available to the raters, thereby eliminating the

POssipility of favoritism.
This technique would seem to be a very good method of

ideTltﬁlfying men who are doing a superior Job. Nevertheless,

1t 1s. elaborate in design and would evoke union opposition
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when implemented at the employee level. The fact that any

rating given allows no crecdlit for certaln lavorable state-

ments that were checked but not scored (because the; were

not éiscriminative) might be difficult for a union repre-

sentative to understand.

Another important new method is the critical-incicents

technique. Records are kept b, superiors of the actual
occurrence of critical Incicdents in the Jjou performance OF
the employees uncder tlhem. Each recorcded incident concerns

something the employee ¢ic nor cdid not do at a critical
point in "is work experience. This method coes not require

il

any evaluation, only an accurate, written,

Of a part of emplo ee benavior on the job. As

accuamulate over a period of time, they form the Ltasls for

an eventual rating.
Thils particular technique would seem tC ke more
ethod. 1In

<

acceptable to labor tran the forced-cholce m

addition, this method could nighlight crucial areas uwhere

training is needed.

Post -aAppraisal Interviews

Following the rating process, a supervisor snould

inf?)rﬁn_the trainee of his progress or lack of it. Tre manrer
in Which this communicating takes vlace will determine, to a
cONnsigeravle extent, the frainee's attitude. Ideally, the

Su . . . .
l‘per‘visor should stimulate a desire in the trailnee for

Se]
"€1f ~appraisal ané improvement.
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A technique commonly used in the post-appraisal inter-

view 1s counseling. In some cases, thils counseling will be

clear and direct; in other cases 1t may be subtle and non-

directlive. Spencer J. Hayden, Training Director for the

Metal and Thermit Company in New York, seems to consider

the latter method as actual counseling and the former one
"the boss

as coachling. The distinction 1s that in coaching,

acts the part of the leader, through authoritative statements

' while in a counseling relationship, "he acts

and decisions,’
the part of guicde through perceptive questioning and com-

Inenting."ua To facilitate this discussion, the term "coaching'

Wwilll be used to signify the authoritarian approach to

counseling.
Counseling should give the employee a clear plcture

of how he is doing with emphasls upon strengths as well as

weaknesses. Strong personal relationships can be bullt

be tween superior and subordinate in which both are willing

to talxk frankly about the job, how 1t 1s belng done, what

Improvement 1is possible, and how it can be achleved. The

COunseilor can get the subordinate to do a better Job by

Making clear desired standards of performance.+D

—_—
Pos AuSpencer J. Hayden, "Getting Better Results from

] t"Appraisal Interviews," Personnel, Vol. 31, No. 6 (May,
955) > 543, -

fon a5k detalled discussion of these obJectives may be
Eff%aCi in an article written by Earl G. Planty and Carlos E.
*sSon, "Counseling Executives After Merit Rating or



45

How successful 1s coaching in achleving these objec-

In a recent survey, Business Week found that most

tives?

executives seem to doubt that these person-to-person
P . e . 46

appraisals elffect any deep changes in thelr Jjuniors.

Perhaps, the reason for this may be found in Spencer Ha; den's

concept of coacring. This approach consists of "zelling"

people "something for thelr own good." A man cannot be
expected to improve after another man has spent an nour

telling him what he 1s doing wrong. After all, rhow can a

man's 1deas, attltudes and feelings Le expected to change

¢ 'ring tre typlcal one-shot interview after appraisal?

Counseling, on the otrer hand, 1s not Interested in

finding out what tris man should ¢o to Improve; 1t asks the

questions: "Wh does he act this way? How far does he

recognize the nature of nis trouble?" Counseling 1s a non-
demanding, non-directive approacnh to pedple--an approach to
Wirlch tre ordinary executive has difficulty in adjusting.

This method lets the tralnee being rated initiate the dis-

CUsSsion of his own rating and lets him rate himself.

The sclentific, objective approach to Improving execu-

Hve performance 1s simple and practical, including only

'ree gteps:

\

E- .
JéziLLlaIion," The Development of Executive Talent, ed. M.
S Ph Dooter (New York: American Management Assoclatilon,

l —
953 s Pp. 239-240.

' Business Week, No.

143 = “Cngxecutive Coaching Catches On,'
~ (March 6, 1957), 61.
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I. Setting performance standards.

I1I. Rating, measuring, Jjudging--as objectively as
possible--how close a particular executive
comes to the standings. Learning where thre
man exceeds requirements, where he meets them

ancé wnere he misses them.

ITTI. Counseling with the suborcinate regarding the
findings of step II above.™

In many cases, the first twdo steps are undertaken and

"

completed more or less objectively and fully but the third

Step 1s rarely uncertaken. Generally, exec.tives do not

seem equipped to approacr tnls complex task of counseling
sutordinates. In the future, industry will either have to
Cevelop ke men wrnd can counsel, or arrange for subordinates

tO be counseled by those few persons who are specially

Trailned and equipped. Qualifiec psyciologists may have to
Le brougnt in as counselors to solve tnis problem of cor-

rective interviewling.

E-raluating the Development Program

Executive cdevelopment 1s a long-range project, and

must be judged as such. Although some of 1its improvements
cannost e measured directly, trere should be some observable
Changes in the organization as a result of the program.

After the program has bLeen in operation for a reasonable
PeT1r31 o3 of time, some tests shnould bLe applied to measure now
“®Ll 1 opjectives have been accomplished. Without this

\

u7P1anty, op. cit., p. 251.
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evaluation to show trelr ineffectiveness, poor techniques

are llkel;, to be perpetuated. In addition, firms mignht

continue to spend money for training programs that are not
accomplisning trheilr objectives. Wnile the majority of
ever. a

evaluvation techniques leave much to be desired,
crude measure is wefter than none at ail.

Orie method of measuring a program
trhat of testing the partliclipants before and aflter thne

training to determine tne extent of their learning. A

serious weakness of this type of testing 1s tnat performance

in the classroom need not corresposnd with performance on the
Jot. To overcome this deficiency, the trairee's job per-
f’Ormance might ve evaluated. This t pe oI ewvaluatlion may

De made by tre participant's supervisor by means of rating

Scales. This method nhas trne advantage of involwing super-
visors i1 the training program through their participation
In the evaluation process.

Anotrer source of information in evaluating the
training program might be operational statistics. For
€Xample, a store manager could te appralsecd on such cata
&8 employee turmover, .abdr rates, supply expencditures and
Sale s increases. The problem 1in sucn an evaluation, 1is
tha t  +pese operational statistics could be affected by

fae'tf)rs other than tre manager's participation In a develop-

MeN t  program.
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An interesting attempt to control varliable factors is
found in a method called "experimental evaluation." This
reciinique involves [our major steps:
1. Estawlishinz Criferia. Quantifiable incexes of

the change or cranges in tehavior wilich the program
is designed to accompiish.

2. Imposing Controls. Experimental conditions or
statistical manipulation to hold constant as many
of the variables in the situation as possitle.

3., Using Statistical snal sis. Use of accepted
statistical techniques wnlichh meet the requirements
of the particular criteria used to measure tre
changes assoclated with tralnling.

ro

<. Having a Bullt-In Design. The design for the
experimental evaluation, inclucding criteria, control
ancd statistics, sihould ve developed as an integral
part of tne tralning program ndot as an afltertinougnt.

Tre B. F. Goocdrich Comran; evaluated one of thelr
training projects in this manner. They formed two groups of
'our hundred men each. Varlous criteria were tested in both
Zroups before the tralning period. OJne group was trained
“h1lle the otrher remained untralned. After the development
Period, Loth groups were tested again to determine the
€Xtent of crange wnrought atout b tre training.ug Tnis seems
1O be one of the more reallstic approachres to the problem of
€7&aluating development programs.

—

M b8pantel M. Goodacre, "Tie Experimental Evaluation of
Vifia%gement Training: Principles and Practices," Personnel,
1. 32, No. 6 (May, 1956), 535.
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however, experimental evaluation 1s

For many firms,
ey must rely on the more subjectlve approach

~

too costly. Th

of applying wvarious criteria to cdeterminre how well tne
program's objectives have teen accomplisned. A successful

program might be expected to eflect several 1lmprovements.

e a reduction of executive turnover. Desirable

5
T

7

There snould
personnel are more easily attracted to the firm. Generally,

executives should have a better appreciation of the economic,

social, governmental, and otrer external [lorces which affect
the business. The need to> hire executives from outside the
fi1rm 1s reduced. The summaries 07 executive appraisals show
fewer areas where performance 1s derlicient--more vinere 1t
is improved. Teamwork in the management group has bpeen
Impro-ed Ly a tetter understanding of each other's responsi-

b11i+ties and a greater deslire to cooperate.

Of course, a management cannot expect to meet all or

these criteria. Nevertheless, the attalnment of as man;

Of these oujectives as possible, should be the goal of any

Gée lopment program. At the same time, an alert executive

uernce

“111 try to learn more about what factors might infl

the elfectlveness of a tralining program.

fonciusion
The wenefits of a properly executed development plan

ar . .
€ many. Management skills are increased. Superior men

ar . , . .
€ attracted to a firm which will advance them as rapicly
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as their abilities permit. The lack of qualified personnel

ma; Impecde company expansion. Thris 1is particularly true in

many modern food chalns where expansion has been restricted
or even halted vecause there are no managers to operate new

stores. More authority can be delegated down the line since

lower levels of supervision are better qualified to assume

greater responsibllities. A development program can supply

the high-lev7cl executlves neecded to survive today's intense

competitive struggle.

A vell-concelved supervlisory program develops execu-

tives through a process of careful selection, sound trairing,
effective organization of functions and a judicious admin-
Istration of rewards and penaltles in the development
Trocess. In order to achleve a program of thils caliber, it
1s necessary that (1) the firm's future needs are analyzed
carefully, (2) the program is tailored to these needs, and
(3) top-management lends 1ts active support ancd participation.
The third prerequisite--top-management's support--polnts up
tre fact that the development of executives 1s management's
T"esponsitllity. The personnel department may glve the
Program its initial impetus but the actual tralning is done
b7 the manager on the Job.

Management's responsibllity to develop executives
CBNNot pe regarded ligntly. "A management must fully

PPCoOgnize that the decisions it makes and the actions it

t
ke s in relation to management training are the decisions



and actions that wlll most nearly snape the long-run

n50

cestiny of the organization, Essentially, executive

development is based on tre precept, "We grow or we die."

- Oyillars E. Bennett, "Why Management Training Can
(§§j~1~," Super Market Merchandising, Vol. XXXI, No. 10
< Toker, 1956), 10C.

U



CHAPTER II

FLOW DF INFORMATION IN THE FIRM

Introduction

Communication has become a pop: lar subject iIn both lay

and academic circles. Lectures, seminars, college courses,

and a multitude of magazine articles are devoted to this

topic. Modern businessmen, 1in particular, have tecome 1In-

creasingly predccupled with problems of communications and

their application t2> hunman relations, publle relations, and

management functlons, in general.

Tocda's worker is often widely removed from hls

Organlization's policy-forming group. Few, 1f any, wage

earners ever have tre opportunity to receive Instructions
Cirectly from the president or wvice president. They normally

o

receive Information through a chain o2f command--from the

Immedciate supervisor whd, in turn, was informed by nis

Superiosr. In the process of communlicating, information
May bve interpreted in a varlety of ways. Tos often, infor-
Mation is distorted, retarded or completely stopped in its

Flow througn channels. Hereln lies one of management's

Problems--to see that communications move through crannels,

freeq. effectively, and accurately.

(S ]
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Trie communication process is of vital importance to
toth superiosor and subordinate. In any organization, satis-
factory progress towardé o2t jectives requires an Integration
of the thougnts and actisns >f all particivants. To accom-
plish this integration anc to achiewve cooperation, an
effectlve system of communlication must be estatllished and

maintained. This communicatiosn 1s the complex, dynamic

o

interaction that takes place every minute dn the jo!

Tne purpdse o0f this report will be to study problems
which may te found in exlisting communication systems and to
examine various tecnniques ancd media. More specifically,
Some concepts 2 communication and its various directionnal
"l1ows throuzh such medla as suggestion systems, company

manuals, newsletters, company publications, confierences,

and the like will be cdliscussecd.

The Nature ancé Types of Communication in Tndustry

As previously suggested, a maJor responsibility of
management is the establishment and utllization of an ef-
fective communicatiosn system. Through communication with
Subordinates, the executive is able to dilrect thelr efforts.
He can gefine the goals o5f the organizatisn, tell subor-
¢inates what is expectecd of them and what resources are
a8vaillagrle to accomplish these goals. In addition, the
€Xecutive can reward or punish, therety Indicatling what

behav-y,r is approved or cisapproved. Thus, the subordinate



can stabilize his work experience. Without an effective

flow of communication from the executive, a worker 1is unatle

to measure how well he 1s doing or ascertain in which

cdirectlon he should bte proceeding. This concept is con-

cerned primarily with communication flowing in a downward

direction--from superior to suborcinate.

Communication that flows upward, from subordinate to

superlor, is equally important to management. Through tnis

upward communication, the executive 1s afforded an oppor-
tunity to know his workers. He can evaluate how well

Oorganizational goals are belng fulfillecd, the success of
his downward communications and whetner employees understand
thelr respective roles. An astute manager can, on the

tasis of these upward messages, see the role which he him-

Sself plays by analyzing the subordinates! attituces toward
Im ancd trhus adjust his behavior accorcdingly.
Mocdern management now devotes more attention to intra-

management communication systems. Previously, emphasis

was placed on communications through fthe management group
wlthout regard for the necessity of communicating within

the group itself. Many food chaln executlves have come to

'ealijze that the lower levels of management (store managers,

district supervisors, etc.) are especially vital in the

SFrgZanization's communication system. Accordingly, there

has been an increase of interest in horizontal communication

t ,
echrliques, such as conferences, semlnars, and committees.
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The conference technique, 1n particular, "has been widely
adopted by industry as a basic method of training;"l

Communication can occur in a formal ané/or an informal

environment. A formal pattern is bullt around a system of

authority, with positions superior or subordinate to other

designated positlions, as visualized on an organization

chart. Informal communications are mace through personal

contact not in accorc witnh thne formal structure--that 1is,

communication with individuals not always Immedlately sub-

ordinate or superior to the communlicator.

Basic Causes for Communication Failures

A basic deterrent to effective communications lies In

the fact that everyone has different experiences and back-

grounds. Messages are translated 1In the lignt of an

individual's experience and environment. What the person

transmitting the message means may be entirely different
from thre image which the recipient forms upon receiving the
Message; yet the reciplent belleves that he clearly under-
Stands what was really meant by the person sending the

MeSsage. Consequently, true communication can only occur

"her tpere is understanding on tne part of the recipient.

How Closely the 1mage of transmittor andé recipient coincide
Ge'te‘rﬁnines now good the communication was.

\

1Stanley G. Dulsky, "Improving Conference Leadership,'

Er
r;réfiﬁigive Communication on the Job, ed. M. Joseph Dooher
N York: American Management Associlatlon, 1956), p. 274.

1
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This difference in experlence seems to be a starting
point for communicatlion fallures, gilving rise to more
specific cdefects. Stuart Chase lists a number of fallures
stemming from environmental misinterpretation. Some of

these faillures are:

1. Fallure to check abstract terms wlth concrete
events. "Find the referent," the physical object or
Dccurrence to whilch the ferm refers.

2. Spuriosus icdentification. This communication
failure rhas been commcn on the front pages of news-
papers in the form of guillt-by-verbal-assocliation.

3. The wholesale application of two-valued loglc.
If an event 1s not black it must be white, wlth no
allowance for shaces of gray. The actual world 1is
Dften many-valued, not Jjust two-valued.

L, Failure to assemble the main facts before
passing judgment. Prejudlce, it has been said, 1s a
sreat time saver; 1t enables the forming of opinions
without bothering to get the facts.

5. Extrapolation. Plotting one or two points and
then riding the curve to cloud cuckooland; another
Term for over-generalization.

6. Gobtbledygook. Prolixity ancé obscurity; using
Ten words where one would suffice, or drowning meaning
in polysyllatles and technical terms. Very common
in large offices and in some academic groves.

7. Fallure to listen, to hear the speaker out;
f"failure to assume he has somethlng worth sayving.

8. Fallure to appreclate the other man's background
and point of view. What are his needs and wants anc
how do they affect his talk?

9. Fallure to appralise motives. Does the speaker
Me an what he says or something else?

10. Fallure to allow for cultural céifferences.
I?€>legates to the Unlted Natlons face thls problem every
Qa})r.

—_

Bp 2Stuart Chase, Power of Words (New York: Harcourt,
R <Ce and Company, 1950), pp. 11-12.
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An understanding of these common faillures is of benefit
to the executive since he can become more aware of possible
communication pitfalls. The executive wno becomes conscious
of these fallures in himself and attempts to correct them
is, in effect, practicing self-improvement in communication
ski1lls. Consequently, he will enhance his effectiveness in

performing the management functlons of planning, organizing,

ac tuating, and controlling.

Communications Techniques and Media

Having viewed the nature of communication, it might be
appropriate to study some ftechniques employed in communi-
cation. More specifically, the cdiscussion will be devoted
to technigies and mecia utilized in the food distribution
INndustry. These media are not intended as models to
be wused indiscriminately by the chain executive. Any com-
Mmun ication program must be tailored to the needs of the
Particular organization. This study 1s designed to acquaint
the reader with some communication techniques and media

CUrrently in use, and to describe thelr relative advantages

and Qisadvantages.

Dovnward communication. The most commonly used channel

o 3
°Y GSownward communicatlon 1s the formal organization lines--
the Normal chain of command. The information flow travels
f 4

TSm top management to the superintendent of store operations,

.
1o} ) - .
S 1vislon manager, to store manager, to department heads,
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and , ultimately, to all store personnel. Normally, orcders

concerning the work to be done are transmltted through this

chain of command.
Unfortunately, one great shortcoming of executive

communication downward is the lack of facts given along with

an order. "Wnen giving an order, it is advisable to point

out the facts or concdltions that have made the order neces-

sary."3 Most communications require not only that they be
understood, but that thney be accepted and acted upon. "If
the communication not only states clearly what 1s to be done

buit inspires the reciplent to want to do 1it, then we have

truly communicated." Employvees, motivated through under-

st anding rather than fear of punishment, will carry out
O0rcders with heightened interest and enthusiasm.

Another weakness 1n downward communlication 1s the
fact that messages may become garbled and dlstorted when
transmitted through the chain of command. For this reason,
ManNy organizations insist on putting everything in writing.
Alt}dcrugh sometimes necessary, this practlice creates consic-
frable paperwork and, if not properly controlled, can
degenerate into a "red tape" stereotype in which managers

qu>1ley file all communications into the nearest waste basket.

T

3Gerald L. Lund, "Fundamentals of Order Giving," Ef-

fthi 5 \
ve Communication on the Job, ed. M. Joseph Dooher
rﬁng:}r‘York:A American Management Association, 1956), p. 101.

ca berank E. Fischer, "A New Look at Management Communi-
1on," Personnel, Vol. 31, No. 6 (May, 1955), 490.
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Executives must also "exercise discretion when deciding

what information can be revealed."? Total disclosure may

create some problems. For example, employees should not be

told about contemplated mergers, Or proposed store sites
until the business transactions are completed. Information
of this nature, prematurely communicated throughout the
chain could prove embarrassing if the final negotliations are
not completed. By the same token, such information could
be used by competitive firms in planning their market
Strategy.

Actually, there is "little conflict between what
emp loyees want to know and what management wants to tell
them."6 An employee wants to know now his work 1s being
received. He wants to know about his security--company
Plans for the future and how they affect him individually--
OpPportunity for advancement and opportunity for partici-
Pation. Generally, management has shown a willingness to
COmmunicate this type of information,

In addlition to planning what should be communicated,
an e frective program will stipulate who should be informed.
Many supervisors seem to think that telling everybody every-

thing Immediately 1s good communication. This type of all-
\

Te oW. F. Rockwell, Jr., "How Much Should A President
112 ,' Dun's Review and Modern Industry, Vol. €5, No. 2322

(February, 1955), 48.

Yo 6Raymond Peters, Communication Within Industry (New
'k : Harper and Bros., 1949), p. 167.




inclusive communication will ultimately reach a point of
éiminishing returns iIn which people who are not concerned
will waste many work-hours wading through reams of written

material. "Communications should be éirected to the right

people at the right fime."’ This directed flow also recog-

nizes the problem of status 1n a work group; emotional

conflicts easily arise when a superior coes not recelive the

communication ahead of hils subordinates.

In the practical application of vis-a-vis communi-

cation, the supermarket manager is an important link betueen

executive and employee. He 1s in an 1cdeal position to relay

Information to employees and can immediately clarify any

ambiguous or confusing statements. He 1s in an excellent

position to study employees and their problems, thelr

opinions andé 1icdeas, ancd can tnerefore ftransmit valuable

Iinformation upward to management. In the ensuing discussion

O f various communicative techniques and media, the general
manager's role as a communicator will be more clearly deflned.

To supplement the vis-a-vls method of communicating
downward, many companies have implemented one or more of

the following types of communication media:

Annual Reports to employees and/or stockholders
Letters and Newsletters

1.

2.

3. Payroll Inserts
4. Employee Manuals

7R. J. Simpson, ". . . But Why Wasn't I Told?,"

§Ei£2§irvisory Management, Vol. 2, No. 3 (February, 1957), 8.
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Posters
Bulletin Boards
Booklets and Pamphlefs
Company Publications

OO~ M\J1

.

An important point to remembter is that the more pop-
ularl; used mecdla are not necessaril, the most effective.
A recent survey indlcated that although management consid-

ered morale posters, "canned" pamphlets and payroll inserts

least effective media, they were used by more than fifty

per cent of the companies surveyed.9

Annual reports---The annual report 1s management's

" report card" for tine year and the most important single
communlication with the owners.lo More businessmen are

beginning to appreciate the importance of these reports in

Transmitting information to the stockholders. Accordingly,

annual reports are being '"dressed up," as it were, with

priotographs, diagrams, bar charts, multi-colored print, and

the 1like, to further stimulate stockholder interest.

Many companies are also making these reports (or less

eXpensive facsimiles) available to employees. Some firms

Prepare special reports with emphasis placed on the rela-

tionship of the employee to the company. "For example, net

8'Does Your Communication Program Measure Up?," The

Management Review, Vol. XLV, No. 5 (May, 1956), 4CO.

p IMpoymward Communications: A Survey of Company
117Elctices;" The Management Review, Vol. XLV, No. 5 (May,
S5€), 344,
Ren - 10Thomas Kenney, "The New Look In Annual Reports,” Dun's
—“S VvV iew and Modern Industry, Vol. 69, No. 3 (January,19577),L4%.




annual wages per employee, capital

profits per employee,
investment per employee, are shouwn." When taillored to
the particular audience which 1s belng sought, the annual
report can become an effective medium to be utilized as a

tool In the organization's over-all communication program.

Letters and newsletters---Some companies transmit

letters through the company mall to announce special news

such as changes 1n executlive personnel, purchase of new

stores and impending contests. The information contained

1n these letters 1s then relayed to store employvees by the

Supermarket manager.
Letters from the president to employees' homes have

be come a popular communication mecium. Ideally, thils tech-

worker's status by making him

Nnigue tends to elevate the
Un-

ffeel as though he 1s essential to company obJectives.

f'Ortunately, too many companies decide to indicate an inter-

€st 1in workers' welfare only when labor problems arise,

Then, they suddenly send out personal letters, woolng the

€mployee and hls family. The workers scoffingly characterize

as belng hypocritical, and lacking

thils "new interest"

SIncerity--the "love me suddenly" approach.lc Management

\

1
Peters, op. cit., p. 57.

"The Sins of Employee

12F Newcomb and M. Sammons,
69,

n'ml‘unication " Dun's Review and Moder'n Industry, Vol.
= 6 (April, 1957), 112.

No
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cannot expect to reap immecdiate benefits by "communicating"

in this manner. Workers must be shown, through day-to-day

management activities, tnat they are important to the firm

and that thelr needs and Interests are respected. Manage-

ment's messages must be sincere, consistent, and 1insistent.

Payroll inserts---Closely related to the procedure of

mailing letters to employees' homes 1s the practice of
inserting a printed slip into the worker's pay envelopes.
Generally, tnhese inserts treat on inlormation related to
the employee's pay check, such as 1nsurance, unilon dues,
contributions, or bond decductlons. A serious disadvantage

Of the payroll insert is that it must compete for attention

with a more interesting plece of paper--the pay check.

Employee manuals---Many f225é retail cnains use various

Kinds of employee manuals or handbooks. OJne type of hand-
book 1ists company policies and is usually presented to the
new employee. The Grand Union Company has published manuals
Sutlining operating techniques and policles in particular
depa-I’tments, such as a Meat, Dalry, or Procduce Manual.
These mantals are important as transmitters of compan:’
Pollcies and as training devices.

To be effective, these manuals must bte freely access-
Ible to employvees. Each supermarket could be provided vwith
two COpies of each manual, one for the store office and the

°ther to be kept in the appropriate department. The employee
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manual should be written as an informal document--written
from the employee's rather than the company's viewpoint.

The terminology which employees understand may be quite
different from tne wording of a presicdent's resolution or
a legal document. An example of such differences follows:

Original wording:

The company shall grant every employee who has com-
pleted one full year of contlinuous employment, a vacation
period of one week with pay for forty hours at hls basic
hourly rate. Vacations shall be schecduled in such a

manner as not to interfere with operations or require
the hiring of additional personnel.

Revised for the employee manual:

If you have been with us for a full year, you are
entitled to a full week's vacation with pay during the
vacatlion seasosn. When you are ellgible for a vacation
tell your foreman when you'd like to talte it, and he
will do his best to meet your wishes, provided 1t doesn't

conflict with vacatlion schedules of other employees or
with procduction requirements.l

An important consideration 1s that employees be 1n-
formec of the avallability of these manuals. OJften, these
Manuals are distributed to the supermarket, stored there

In some remote corner never again to be seen by human eye.

Posters---Another medium used for in-store communi-
cation is the poster. Several posters dealling with store
Safety or courtesy may be found 1in the typlcal supermarket.

MaHUf¥icturers, such as the Scott Paper Company, provide food

-

Re 1 131ce H. Hill, "How to Organize for Good Employee
~1ations," Business Management Handbook, ed. Jacob K. Lasser

(Nev”York: McGraw-HI1l Book, Co., 1952), p. 343.




retailers with free, colorful posters dealing with healtn,
safety, and housekeeping.

In some instances, poster campaigns have proven inef-
fective since many employee have formecd a stereotype of
posters as propaganca tools, conveyling a trite message
abounding with cliches. Management may have reliecd too
heavily upon poster campalgns, believing that such programs
are a panacea for poor communicatlon.

Nevertheless, colorful and interesting posters,
strategically located in the supermarket, can be a helpful
and inexpensive communication tool. They can convey messages
quickly and cdramatically in terms easily understood by all.
While posters should not be relied updon as a sole communi-
cation medium, they can be effective In a well-balanced

program.

Bulletin boards---According to a survey conducted by

the Esso Standard 211 Company, "bulletin boarés and posters
are the most commonly used communication mecdia in iIndustry,
used in ninety-six per cent 5f the companies surveyed."lu
Bulletin boards are generally used to keep workers informed

about rules, regulatlions, educational 1ltems, employee

benefits, and management personnel changes.

14
Peters, op. cit., p. 70.
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At thils point, 1t might te informative to 1list a few

basic rules given by Roger Bellows in his book, Psychology

of Personnel in Business and Incdustry, for the use of

bulletin boards.

Any message on fthe bulletin board must be brief,

1.
it should alm at a maximum reacding time

Arbitrarily,
of thirty seconds.

2. All such messages must be current; they must be
"Flash" messages related to immedlate events or immediate

future action.

3. Any such message snould tell something the
employee 1s Interested 1n learning--acout working sched-

ules, wages, rules, and privileges.

4, These messages should be confined to those which
assist the employee 1n guiding his positive action,
such as coming to wor'k5 planning a vacation, or regis-

terlng for the draft.?!

A fifth stipulation could be appended to thils listing.
The manner in which the message 1s written is important.
While a notice should be clear and conclse, 1t should also
contain a personal touch which will stimulate employees to

feel that there is a real human being and not a legal mech-

anism in top management's office. In addlition, the board

Showuld be kept up to date and as "uncluttered" as possible.

Booklets and pamphlets---Another method of transmitting

1nf'OI“'mation to employees 1s through the use of booklets and

Pamphilers, These are usually handy pocket-sized publications

\

ang 15Roger M. Bellows, Psychology of Personnel in Business
:rrldustry (New York: McGraw-Hill Book Company, 1954),

W_
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which may deal with a plethora of topics ranging from
retirement berefits to fthe employee's role in the community.
Some organizatlons complle a series of booklets to be
presented the new employee. This material normally includes
information concerning insurance and hospitalization benefirts,
safety measures, company nistory, pollicy, philosophy, et
cetera, Such material must be presented in an 1interesting
yvet simple format lest it becomes stereotyped &as sO much
"gobbledygook." When employees discount these booklets as
"mere propaganda," management's message will not be com-
municated. When this happens, tre firm could have spent

the appropriation for grocery sacks to better advantage.

Company publlcatisns---Practically every sizable food

chain has, at one time or another, published some form of
employee magazine or house organ. Three-fourtns of all large
cOmpanles now have house organs and some have them by the
dozen. Du Pont has seventy-filve company publications. "The
At lantic and Pacific Tea Company's 'Woman's Day,' which
Cegan as a company publication, has a circulation of three
M1 11 ion, seven hundred fifty thousand readers and an adver-

<

. 1
t1s1ng revenue of over nine million dollars." °  The company

PUb 1 ication has been both widely used and, at the same time,

—_—

10 16"How To Play the House Jrgan," Fortune, Vol. L, No.
(CDCtober, 1952), 144,



misused. Too often, these magazines skillfully evade

Questions that are on the worker's mind and dwell largely

Oon quality, procductivity and the need for teamwork.

The contents of some company magazlnes Or newspapers

may be described without even reading them. A typical pub-

lication might contain a message from the president, an
article oh the company's progress, some news stories several
days or weeks old, pages of soclal notes, gossip, a few
Jokes, a badly drawn cartoon, and an inspirational quotation

Or two. This stereotyped format led observers to label

company publications as "Paragons of Pap and Paternalism."1l”

Today, this unflattering concept has been revised to

Some extent. A great many house organs have "gone slick."

They now seek to reach various groups with different publi-

cations., The firms may issue "internal" publications for

employees; "external" for dealers and/or customers; "external-

Internal" for everytody. To further improve the effectlve-

Nness o f these publications, many organizations are hiring

eXperienced and qualified Journalists.
Indications are that workers want to learn about

blans , policles, and operatlons that directly affect their

Jobs. They want "usable neuws" of general Interest which

N 3 1a4 :
"uld be read in a regular dailly newspaper. In view of this,
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it is unfortunate that, all too often, the only knowledge

that a company gives 1ts people is either openly propagan-

éistic or purely social. Paul Cifrino, General Manager of

Supreme Markets located in Metropollitan Boston, contends
that employees want to read articles dealing with business

matters. The following 1s an 1llustration substantiating

his argument:

Each large supermarket contains half a dozen key
executives--the manager anc¢ the department heads; and
also there are a number of general supervisors. At
certain seasons, it 1s a problem to get a serles of
¢ifferent bulletins, all on the same theme, to the
right people 1n each of the supermarkets 1in the chain,
Some years ago, 1in order to avold overlooking anybody,
we prepared a general sales bulletin of about twenty
pasges witnh different sections for each department,
and sent a copy to all executives and supervisors.

We expected, of course, that the people in a given
not apply

department would skip over material which cild

to them. Instead, everybody read everything. The fact
that each department felt it was under public scrutiny
added to the interest. Ever since, we have sdught to
give broad circulation to all sales andé operating
bulletins. We make no attempt to "glamorize" tre
material, yet 1t continues to be studled very closely.
The =zeal of the worker for simplelgtatistical data on

hlis part of the Job 1s boundless.

Whille the preceding statement furnishes Interesting

Informa t 1on concerning bulletins as an effectlve communi-

catlon medium, it further Indicates that articles dealing

"Ith more factual businesslike matters will be read by the

Worker. Tp addition, employees will read artlcles dealing

With tOp1cs in other than their own particular sphere of

_

l 8P n ' 2 "
aul Cifrino, "The Mainspring of Business Leadership,

nggapd5513llsiness Review, Vol. 34, No. 5 (September-Octokter,
3




Interest. Worker interest is not aroused by "educating"

them on the economic facts of American 1life. At any rate,

no one yet knows what kind of information 1s most effective

in selling the firm and 1ts management to the emplovees.

In presenting these commonly used mecla, emphasis has

teen placed, on communications rather than communication.

Communications are employee magazines, newsletters, and tne
communication 1s tre

like while, as previously mentioned,

complex, dynamic Interaction that takes place every minute
worthless without an effective

on the job. These mecdla are

day-to-day phllosophy of communication. nfortunately,
to be taken

man; executlves see communlcation as a gimmick,

Off" the peg and used as needed. '"Too few see 1t as the

heart of all business andé industrial operatlions, the most

19

Important tool management has for getting things done."

An important point to remember 1s that the selection

Of a communication plan depencs upon the particular firm's

resources andé objectives. &n effective program is not one

Where 1nn all types of medla are used and the rationale seems

An 1mportant

to be " What is needed 1s more communication."

tonsice ration is that all groups cannot be served witn one

meclum . By expecting one medlum to reach a diversified

-

F 9Frank Fischer and Lydla Strong, "Communication: 'X
tECtOP' 1n the Management Job," Effective Communication on
€ JOb , eg. M. Joseph Dooher (New York: Amerlcan Manage -

ment AsS sociation, 1956), p. 16.
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auGience, management 1s trying to hit several targets with
one bullet. More progressive firms use various media to
reach different groups, such as stockholders, employees,
employees' famillies, suppliers, and customers.

An excellent set of principles for effective communi-
cation has been devised by Frank Fischer and Lydia Strong
and published by the Amerlcan Management Assoclation.
Basically, these rules are applicable to the manager whd
is communicating downwardc.

1. Seek to clarify own 1deas before communicating.

The more systematlically we analyze the problem or 1dea
to be communicauec, the clearer it becomes . "I
don't advise you," says Clarence Randall, "to start
talkling until you have begun thinking. 1It's no good
opening the tap 1f there is nothing in the tank."

Management communications commonly fail because of

the 1inadequate planning. Godd planning must con-

sider the goals and attitudes of those who willl receive
tne communication and those who will be affected by 1t.

2. Examine the true purpose of each communication.
Before you communicate, ask yourself what you really
want to accomplish with your message--obtain information,
initlate action, change another person's attituce?
Identify wvour most Important gonal and then adapt Jour
languagze, tone and total approach to serve that specific
objective.

3. Consider the total physical ancd human setting
whenever you communicate. Meaning and 1intent are con-
veyed Ly more tran words alone. Many other factors
influence the over-all lmpact 2f a communication, and
the manager must be senslitive to the total setting in

which he communicates, . . . Like all living things,
communication must be capable of adapting to 1ts en-
vironment.

4, Consult with others where appropriate, in planning
communications. Frequently, 1t 1s deslirable or necessary
to seek the participation of others in planning a com-
munication or developling the facts on which to base 1t.

. . . Moreover, those who have helped plan your com-

munication will give it thelr active support.




-

5. Be mindful, while you communicate, of the over-
tones as well as the basic content of the message.

Suctletles of communication often affect a listener's
reaction to a message even more than 1ts baslic content.
Similarly, our choice of language--particularly our
awareness of the fine shades of meaning ancd emotion in
the words we use--predetermines in a large part the re-
actlons of our listeners.

6. Take the opportunity, when 1t arises, to convey
something of help or value to the receiver. Consider-
ation of the other person's interests and needs--the
hablt of trying to look at things from hils point of
view--will frequently point up opportunities to convey
something of immedlate benefit or long-range value to
him. People on the Jjob are most responsive to the
manager vwho takes thelir 1interests into account.

7. Communicate for tomorrow as well as today. While
communications may te aimed primarily at meeting the
cdemands of an lmmecdlate situation, they must be planned
with the past in mind if they are to malntaln consistency
in the recelver's view; but most important of all, they
must be consistent with long-range interests and goals.

8. Be sure vour actions support your communications.
In the final analysis, the most persuasive kind of com-
munication is not what you say but what you do. When a
man's actions or attitudes contradict his words, we
tend to discount what he has said--ancd perhaps to view
it as an attempt to mlslead us. For every manager, tnis
means that good supervisory practices--such as clear
assignment of responsibllity, adequate delegation of
authority, falr rewards for effort, and consistency in
policy enforcement--serve to communicate more than all
the gifts of oratory.

9. Follow-up your communication. Our best efforts
at communication may ke wasted, and we may never Know
whether we have succeedec 1In expressing our true meaning
and intent, 1if we do not follow up to see how well we
have put our message across. Thls we can do by asking
questions, by encouraging the recelver to express his
reactlons, by follow-up contacts, by subsequent review
of performance. Make certaln that every important
communication has a "feedback" so that complete under-
standing and approprlate actiosn result.

10. Last but by no means least: Seek not only to be
understood but to understand--be a good listener. . . .
Listening 1s one of the most important, most difficult--
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andé most neglected--skills in communication. . . . The
complex art of listening demands concentration not only
on the explicit meanings another person 1s expressing,
but on the implicit meanings, unspoken words, and under-
tones tnat may be far more significant.?

The ninth and tenth principles can be applied to the
cdiscussion of upwaréd communication. Both these concepts of
following through and listening will be examined 1In the

ensulng section.

Upward communication. Management is being constantly

exhorted to listen. Recently, many observers have stressed
the phllosophy that communication 1s a two-way street.
Enlightened executlves readlly agree that communication must
te faclilitated in both a downward and upward flow. These

men appreclate fhe many values that accrue to those "who

listen willingly, who urge their subordinates to talk freely

21 . .
" Overemphasis on upward communication,

and honestly,
though, could concelvably result 1in a situation where manage-
ment 1s spending all its time explaining actions and policies
insteac of formulating them.

Effective uvpward communication affords many benefits

to both management and the worker. Earl Planty and William

Machaver of Johnson ancé Johnson listed several benefits of

201pid., pp. 23-25.

2lgar1l G¢. Planty and William Machaver, "Stimulating
Upward Communication," Effective Communication on the Job,
ed. M. Joseph Dooher (New York: American Management Assocl-

ation, 1956), p. 1l42.
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good upward communications which are equally applicable to
the food chailn organization.

1. It 1s through unobstructed communication upward
that we learn how fertile and receptive the soill 1s for
communications downwaréd. Many of management's best
ideas are sown on cold and sour so0ill not tilled and
prepared 1n advance for the information.

2. If we are to2 galn understanding and full accep-
tance of our decisions, suborédinates must be glven the
opportunity to participate in thelr makilng, or at least
to discuss the merits and cefects of proposed action.
Appreclation and loyalty result from self-expression in
a situation in which the subordinate feels there 1is
personal s;mpathy towarcd him and his views.

3. From upwarc communication, we cdiscover whether
subordinates get the meaning from downward communi-
cation that is intended by the superior. It 1s highly
unlikely that a subordinate left completely to his own
Interpretation will uncderstand a directive or an action
Just as the originator intenced 1it.

4, Effective upward communication encourages sub-
ordinates to offer icdeas of value to themselves anc
the business. The need nere 1s to devise and use every
form of upward communlication that wlll draw these 1deas
from all who are qualified to submit them.Z22

Uprard communication also helps to satisfy baslc

human needs. All subordinates 100k upon themselves as having
inherent worthh at least as great as the personal worth of
thelr superiors. This 1s true even 1f trey feel thelr own
inferiority in managerlal ablility. This sense of personal
wortn 1s injured when workers do not get a chance to express

thelr ldeas--when théy are merely told, without opportunity

to comment or reply. This principle applies even 1if the

Ibid., pp. 142-143



telling is very well cdone. A district manager, who asks a
store manager to express hils reactions to a new idea,
develops a close tile with his manager and wlll soon gain
his respect.

Despite these apparent advantages in upward communi-
cation, surveys 1ndlcate that management does not really
seem to be listening. 1In 1953, only fifteen per cent of
all manufacturing concerns maintained suggestion systems.
A stucdy of two hundrecdeignty-seven flrms employing about
forty-five thousand white collar workers, revealed that
elght per cent of tre companies employlng nineteen per cent
of the workers used attitude surveys. 3 Executives have
clted several reasons for not listening. First, they dis-
ftrust the ability of supervisors to relay Information from
the workers., Secondly, these executives feel that unions,
as a medium for upward communications, are not reliable 1in
relaylng workers' feellings. Finally, 1t 1s felt that emplojees
are not capahle of expressing themselves through these devices.
These executives generally agree that there is a need for
better information but the; flatly reject major ways of

obtaining that information.

Barriers to effectlive upward communications are not

restricted to the three aforementioned problems. Another

23Dalton E. McFarland, "How Management Can Improve Its
Listening Technique," Business Topics, Vol. 1, No. 2 (Sept-

ember, 1953), 5.




76
significant barrier is the physical distance between employer
and emplo;ee: In a food chain division, tne distance between
headquarters and a particular unit ﬁay be several hundred
miles.

The complexity of the organization 1s another impedi-
ment to good upward communication. Food chain management
1s no longer a one-man affalr. Buyers, merchandisers, sales
promotion men, specilallsts in real estate, transportation,
accounting, personnel, and many others are essentlal to the
operation of a modern food chain. A probtlem resulting from
trnis complex organization 1s the editing and filtering of
information as 1t passes up througn the varlious channels.
Emplovees have a tendency to ecdlt Information and report
only what they feel tihe supervisor wants to hear. This
nandlicaps the management function éince policies and deci-
sions may be formulatec on half-truths and untruths passed
on from lower levels.

Other barrilers might be the hesitancy of lower level
supervisors to cooverate since they resent having their
management practices exposed. They view upward communi-
cation techniques as evaluative instruments used to check
upon the quality of thelr supervislon. One of the strongest
deterrents to upward communicatlion 1s the failure of manage-
ment to act on undesirable conditions previously brought to
1ts attention. The result 1is that "the workers lose faith

both 1In the silncerity of management and in the value of
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communication."ga Finally, listening 1s often considered
to be too time-consuming. Many executlves argue that they
are too 1involved with daily problems and responsibilities
to set aslide adeqgi.ate time for listening to theilr subordin-
ates' ideas, reports ané criticism. Nevertheless, "many
time-consuming problems could be minimized or eliminated 1if
superiors were free to listen to their emplojyees, for in
listening, they can discover solutions to present problems
or anticipate causes for future ones."25

Of course, there are also several barriers involving
employees whilich may recduce the effectiveness of upward com-
munications. Employees 1n many organizations are not free
to intrude upon a supervisor's time for discussing a protlem.
Neither the facilities nor the talent are as readily
avallable to the employee for upward communication as they
are to management for downward communlication. In addition,
employees tend to view the problem solely from thelr own

orientation and intermlix facts with personal oplnions and

pre judices,

Methods and media---Various medla have been developed

to stimulate and improve the upward flow of communications

in the firm. To 1list a few, they are:

~

24
Planty, op. cit., p. l46.

25Ibid., p. 147,
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1. Social Relationships
2. Grievance Procedures
3. Employee Meetings
4, Attitude Surveys
5. Suggéstion System526
Sympathetic listening in the many day-to-day informal

contacts both within and outside the workshop is by far the

most effective method of learning what subordinates think.

Soclal relationships---The socilal gathering or party

1s sometimes used by management to effect iInformal, casual
communication between employer and employee. Christmas
partles, picnics, particlpation 1n recreational programs
and planned annual outings are examples of this communi-
cation technique. A maJor drawback to the use of social
gatherings 1s the unfortunate tendency on the part of both
employer and employee to "let thelr hailr down" too far.
Often, somethling may be said or done which reflects the true
feelings of an individual but 1s hardly conduclve to good
employer-employee relations.

The Jewel Tea Company of Chilcago holds a three-day

convention In some major city each year for 1ts store and

26"DOes Your Communication Program Measure Up?,"
op. clt., p. 400.
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meat managers. Tnese men meet with other members of the

27

management team to exchange 1deas and information.

Another technique in assembling emplovees for communi-
cative purposes is Grand Union's annual "Clerks' Day."
Promising employees are selected to f1ll executive positions
for one day, thereb; learning some of the problems and re-
sponsibilities faced by management.28 Learning how each
plece of the organlization fits into the broad pattern has
a tencdency to further employee uncderstanding and improve

cooperation.

Employee meetings---Employvee meetings are another

useful communication tool. Generally, tre geographical
separation of each retall unit precludes the use of mass
meetings for communication in the f05d iIndustry. Small
group meetings are more easlly arranged. Group dlscussion
meetlngs, labor-management committees and counselling can
be used effectively for both downward and upward communi-
catlon.

The disadvantages of most employee meetings include
"high cost and the possibility that lines of authority may

2
be circumvented." ? In adédition, supervisors, conducting

27personal interview with Merrill Morse, Vice President
of Jewel Tea Company, April 5, 1957.

28Personal interview with Lansing P. Shield, President
of the Grand Union Company, February 14, 1957.

29Peters, op. cit., p. 78.
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these meetings require a high degree of skill to stimulate
employee participation and discussion.

Supervisors are sometimes expected to communicate the
results of these meetlngs upward to top management. If, at
regular Intervals management members are requested to
report on employee attitucdes toward specific subjects, they
might be motivated to listen more attentlvely to emplojee
expressions and opinions. This method may serve a two-fold
purpose. First,it may foster the i1dea that management 1is
sincerely interested in the employee and secondly, it
encourages department heads to listen and interpret atti-
tudes more closely. This philosophy of watchfulness coupled
with employee meetings helps management discover possible
sources of unrest before they become grilevances and helps
department heads prepare for greater responsibllity in tre

ffuture.

Grievance procedures---The grilevance procedure 1s an

important medium in getting ideas wupward. However, this
procedure cannot be expected to do the major Jjob. A primary
goal of upwaréd communication 1s an awareness of the normal
day-to-day attitudes and 1cdeas of employees. A grievance
may be considered an "abnormal method of upward communi-

cation, the basis of which 1is misunderstanding.”3o
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Many excellent articles have been wriltten concerning

1

the handling of grievances.3 One study, 1in particular,

gives some excellent advice on handling grievances 1in btoth
union and non-union situations. A synopsils of some of these
principles that will be hnelpful in handling grievances with

non-unionized employees are:

1. Try first to put the employee at ease.
2. Be courteous. Have real consideration of
other people's wishes, situatlons and feelings.
3. Tempers must be controlled, regardless of
the employee's attitude.
Always begin with a question.
Try to get all the facts,
Glve the employee ample opportunity to talk.
Keep an open mind.
Consider all the evidence.
. Follow up with a second interview, 1if necessary.
10. If 1t 1s necessary to reprimand, remember that
there 1s only one Justifiable purpose for a reprimand
ané that 1s to be constructive.
11. Only when the person has indicated that he
has talked nhimself out 1s the interview over,
12. Finally, keep a record of ghe grievance
interview for personal reference, e

O O~ O &=

In the case of a unionlized organization, the technique

is modified to some extent. The Aluminum Company of America

31The American Management Assoclation has compiled a
serles of articles 1in one text, entitled Effective Communi-
cation on the Job. Two articles of particular interest
dealling with grilevances may be found 1n Chapters XX and XXI.
They are a Western Electric study, "Complaints and Griev-
ances; Getting at Causes," and a report by D. M. Welton of
General Foods, "When an Employee Has A Grievance."

3%p, w. Welton, "When an Employee Has A Grievance,"
Effective Communication on the Job, ed. M. Joseph Dooher
(New York: Amerlcan Management Assoclatlion, 1956), pp.
215-217.




has suggested four major points for handling grievances
properly and without delay in a unionized firm. They are:

1. Receive the Grlevance Properly.

Give the man a good hearing

Ask the man to repeat hils story
Repeat the essentials

Tell him when he can expect an answer

QLo o

2. Get the Facts.

a. Remember to handle the case from the begin-
ning as i1f you expected to defend your case
before an arbitrator

b. Check every angle of the complaint

¢. Check the union agreement

d. Check company pollcy -

e. Examine the employee's record

3. Take Action.
a. Make correction 1f the company 1s wrong
b. If company 1s right, maintain the decision
but explain 1t to the employee
c. Pass on all facts to the next level as prep-
aration for the next step 1in the grievance
procedure

4, Follow Up.
a. Make sure plan of action was carried out.33

Grievances should be recelved wlth an open mind, free
from self-consciousness and class distinction. Whille
settling grievances 1s not a particularly pléasént task for
the supervisor, 1t does provide an opportunity for developing
common understanding between employees and management.
Justified grievances may also indicate weaknesses in the

company's practices and pollcies.

33up Four-Step Approach to Handling Grievances,"
Effective Communication on the Job, ed. M. Joseph Dooher
(New York: American Management Assoclatlion, 1956), pp. 217-

219.
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Attitude surveys---The attitude survey is an important

method of finding out what employees think. On the basis of
information obtained through a survey, 1t may be possible
for a firm to remedy siltuations which are found to be causing
employee disconteﬁt. In addition, the survey may, 1tself,
aid in reducing discontent by allowing employees an oppor-
tunity to "let off steam" and also by indicating to the
employees that management 1s really Interested 1in listening.

"Tre commonly used methods of accomplishing a survey
may be bréadly dlvicded into two approaches, the question-
naire method and the interview method."3% The questionnaire
is probably more widely used, principally because of its
eaée of administration andéd its relatively low cost. The
questionnalre makes possible the coverage of speciflc 1tems
in a uniform fashion, thereby facilitating the gathering and
tabulating of data. The questionnalire, however, may be s0
specific that the employee feels restricted and is unable
to discuss attitudes which may be pertinent to the situation.
This handicap may be partially overcome by leaving adequate
space at the end of the questlon so that the employee can
wrilte addltional comments,

The 1nterview 1s another method whicnh may be used to

determine employee attitudes and opinions. The interview

3U’Rober“c Dawson, "Human Behavior: Feeling the Pulse,'
Psvychology of Industrial Relations, ed. C. H. Lawshe (New
York: McGraw-Hill Book Company, 1953), p. 62.
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techniques may range from the non-directive interview, in
which the employee 1s encouraged to discuss whatever may te
foremost in his mind, to the formalized interview, 1in which
the interviewer follows a llst of questions and recelves
simple-choice responses. The latter type "may be similar to
the printed questionnaire except that the questlons are
used to 1nquire into specific areas which may then be dis-
cussed in greater detail."35

The non-directive interview may become a "tailor-made"
questlonnalire for each employee. This interview requires
a trained anc skillec interviewer who can probte for atti-
tudes and then use the information to draw valld conclusions.
Thils interviewer best performs hils function by llstening
rather than by gilving free advice anc reassurance. By
allowlng the individual to talk freely and release pent-up
tensions, he 1s clearing the atmosphere so far as the
employee 1s concerned and he wlll perhaps be able to deter-
mine the underlying causes of thls tension. TIf there is
some change in the work situatlon that can bring rellef or
lessening of this tension, the interviewer 1s then 1n a
poslition to communicate his information to top management
where the requirecd changes can be 1lnaugurated.

Some firms, notably Sears, Roebuck and Company, make

use of the questionnaire and interview in combination.36

35Ibid., p. 79. 36Ib1d., p. 80.
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The questionnaire 1s used first "to take the temperature"
of the organization. If the responses indicate employee
problems, an interviewing team is brought in for a more
thorough study of the situation. The questionnaire locates
the problem area anc the Interview 1s intended to determine
the "why" of any discontent.

These attitude surveys can be an effective means of
securing upwaré communlcation. They are a valuable supple-
ment to the everycay personal contact between the employees
and management. Of course, when management receives the
results of these surveys, 1t should use this information

in 1ts policy-making ané personnel practices.

Suggestion systems---Suggestion systems have come into

the limelight 1n recent years as a method of discovering
and using employees' icdeas. Much has been written about
how to 1Introduce and utilize a suggestion system. The
wldespread publicity and elaborate "success stories" per-
taining to suggestion systems may have glossed over some
serious problems encountered in implementing such a system.
The fact that seventy per cent of all suggestion systems
Initlated 1in recent years have falled leads the wrilter to

belileve that these problems are of major importance.37

37"St1mulating Workers' Suggestions," Supervisory

Management, Vol. 2, No. 6 (May, 1951), 11.
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Generally, most supervisors feel that suggestion boxes

are not paying their way. They 1list the following as common
complaints:

1. Emplovees submit £o0 many little ideas that
don't pay off.

2. Few employees take the time or trouble to
formulate an 1idea fully.

(VS

Employees are more interestec¢ in improving
working condltions than efficiency.

4, Emplovees often resent it if their pet sug-
gestion 1s rejected.

5. Even if the company accevts an idea, the
employee may be unhappy about the size of
award Oor bonus he receives.

€. Too many suggestion systems suffer from lack
of control and 1nadequate records.3

Another problem resulting from suggestion systems is
the fact that they detour the normal channels of communl-
catlon and thereby violate a fundamental management principle.

Despite these criticisms, a well adminlistered plan
can provicde worthwhile bteneflits. An effective suggestion
system can create better employee morale. 1In addition, it
can pay off in real savings. While only thirty per cent of
all employee suggestions turn out to be valuable, this
figure, converted to dollars and cents, represents a sub-
stantial savings. In 1955, General Motors recelved 228,437

suggestlions and pald out over three million dollars. 1In

8
3 Ibid., pp. 11-12.
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1953, General Electric awarced six huncdred eighty fhousand
dollars in prizes and, in 1954, Ford Motor disbursed seven
hundred fifty thousand Gollars. 39

The National Assoclation of Suggestion Systems reports
that 1ts eight hundrec association members accepted two
hundred sixty thousand employee suggestions in 1955 and
pald out seven million dollars 1in awarés. Since actual
savings are estimated at ten times theilr cost, employee
suggestlons saved Industry approximately seventy million
¢ollars in 1955 alone.™C

Perhaps, then, the weaknesses of a suggestion systenm
are predominantly attributable to faulty administration.
In orcder to cevelop a sound plan, management must commit
1tself to a very thorough study of each suggestion. Both
the valldity and the cause for a suggestion must be examinec.

In implementing the suggestion system 1n a supermarket
operatlion, the store manager plays a critical role in deter-
mining 1ts success. He can guicde the employee, when neces-
sary, on now to write up suggestions. He may help screen
out 1mpractlical suzgestions before they reach higher manage-
ment. In addition, he can cushion the blow of a rejected
idea and encourage employees to try again.

The store manager, in turn, must be shown how he, as

well as the employees, beneflt from a suggestlon system.

Lw
391b1d., p. 12. “Ibid.
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He must be instilled with the thought that employees have
valuable 1deas which may help him operate his market more
profitably. The store manager must be recognized along
with the employee submitting a valild suggestion. This
recognition 1s effected by having all suggestions answered
by an executive above store level. 1In this way, managers
may be encouraged to seek suggestions from their employees.
Giving the employee an opportunity to bypass the next
level of supervision may encourage him to express himself;
but 1t must be kept firmly in mind that the ultimate objec-
tive 1s to direct the communication through rather than
arouné the store manager. In this way, emphasls can be

placed on the quality rather than quantity of suggestions.

Open-cdoor policy---Any discussion cf upward communi-

cation inevitably leads to mention of the so-called open-
éoor policy. Thls communication technique is claimed by
many executives as evidence of thelr democratic philosophy.
Thils method ignores the established procedure for handling
grievances since an employee can circumvent the chaln of
command by approaching a superior on a higher level than
his immediate supervisor. "The typlcal open-door policy
creates havoc 1In most of the concerns where 1t is tried,
because a company cannot bulld respect for the chain of

command with one policy and tear it down with the r-es‘c."ul

alNewcomb and Sammons, loc. cit., p. 1ll2.
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A district supervisor, in a chain where this policy is
practiced, might be forced to spend a substantial portion
of his work day 1in handling grievances which could normally
be resolved by the store manager.

"The boss's open door may score a point as a symbol,
but that it actually alds communication . . . 1s rather
dubious."*2 Do tre employees really come streaming through
that open door? If they did, the executlve would soon
tire of such a policy when he finds his time occupled with
explaining decisions rather than making them. In addition,
employees may not be overly eager to visit with a top
executlive. There 1s a certaln stigma attached to the

employee who becomes "buddy-budéy with the bosses."

Horizontal communication. In recent years, executives

have become aware of the 1Importance of communication within
the management group. Previously, emphasis was placed prim-
arily on communication through the management group without
regard for the necessity of communications withln, as the
means whereby the organlization's efforts could become more
effectlve.

The relatively recent awareness that this horizontal
communication 1s of vital importance to the contlnued ef-

fectiveness and efflclency of the firm may be traced to the

followlng causes:

L2Rovert Sheehan, "Business Manners," Fortune, Vol.
LV, No. 1 (January, 1957), 206.
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1. Many organizations gave 1mpetus to the horizontal
communications movement as a result of top management's
desire to improve communication throughout the firm.

Many top executlves agree that the lower level of manage-
ment (general managers) 1s an especlally critical 1link

in the organization's communication system. The general
manager should be able to represent management to the
worker in relaylng organlzational policles and other
communications required by the worker.

2. An increase in the organization of rank and fille
workers has also 1Increased the need for more effective
communications 1In the management group. The union, in
many instances, developed communilcation channels within

itself that functioned more efficiently than management's.

A unlon steward, as a result of 1inefficient management
communications, often recelved the iInformation before the
lower levels of management.

3. Some organizations felt, too, that the promotion
of rank and flle employees into the management stricture
posed a problem resulting from their (employees) union
background. The problem centered around integrating
the labor-management concepts of new management personnel
to 1nclude ﬂ falr ané workable view of management's
philosophy. 3
All of the_foregoing factors point up the need for
increased organizational attentlon toward improving the
Intra-management communications system as a means toward
Increasing efficiency ancd effectiveness.

A popular tool for intra-management communication
(excluding the day-to-day personal contact of supervisors)
is the conference. Thls method may be employed in varilous

ways to serve different purposes. Human relations training

may be an objective of the conference method. Ofther meetings

43William W. Mussman, Communication Within the Manage-
ment Group (New York: Natilonal Industrial Conference Board,

1947), p. 1.
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may be designed to communicate specific information about
the organization. Perhaps the most common type of con-
ference utilized 1In the food industry 1s the sales meeting.
Conferences may also deal with declslions concerning new
merchandlse, space allocation, site selection, and the 1like.
Still other programs afford the opportunity of participation
for all management levels 1In the formulation and development
of personnel policies.

The question which logically arises at this polnt is
whether the use of conference methods is too time-consuming.
While this technique does require additional time, thne
extra effort may be compensated by the cooperatlion and in-
creased efficiency in administration achleved through
management's particlipation and understanding. The added
emphasis on conference technlques leads the writer to con-
clude that many executlves consider this method of communi-
cation worth the extra time and effort.uu

Conference programs should not displace the informal
day-to-day communication contacts within the organizatior.
Basically, the conference method should be applied as a
supplement to an effective communication program.

The McCormick Spice Company has used a form of intra-

management communication known as "Multiple Management,"

quffective Communication on the Job, ed. M. J. Dooher
(New York: American Management Assoclation, 195€) includes
articles on effective conference leadership. See: United
States Rubber Company, "How to Lead a Conference," Chapter
XXIV; Stanley Dulsky, "Improving Conference Leadership,"
Chapter XXV.
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since 1932. This unlque approach provides for three Jjunlor
toards of directors, one for each office, factory and sales
function of tre business. Original members of the junior
toards were appointed, but three new members are selected
every six months by means of merit ratings developed by the
members themselves. Eliglbility starts at the supervisory
level. This approach extends active participation 1in policy
making and high-level management problems to Junlor execu-
tives and supervisors. 1In addltion to facilitating intra-
management communication, this system also provides an

approach to supervisory development.,

The grapevine. A discussion of communications within

the food chain would certainly be incomplete without due ref-
erence to the grapevine. This amazing aspect of communication
never seems to break down as ¢do other types of more formal
communicétion.

Since the grapevine 1s such an effective means of
dlsseminating information, why can't 1t be made to work for
management? According to Juliet Halford who has conducted
several studles on "grapevines," the news 1s spread among
clusters of about two or three people. The news 1s kept
going by a few "lialson indlviduals" who are job-centered
informal leaders. They are Intensely interested 1in anything

that may possibly affect thelr jobs or those of the people
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with whom they work and they are qulte vocal about it.45
Why then can't management find these informal leaders and
see tnat they have the right facts and attitudes to pass
along?

At least one executlive has used the grapevine to
ascertain employee reactions to an impending management
change.u6 Usually, the grapevine 1s thought of as unplanned
ané uncontrollable, more likely to spread insecurlity and
create tenseness than serve any useful purpose. Neverthe-
less, thissupermarket operator fed a rumor into the grape-
vine experimentally to check the acceptabllity of an
employee he had tentatlvely selected as department head.
This manager circulated the name of the young man as the
next department head and then, through feedback reports,
checked trne acceptance or rejection of thils man by the
employees.

This strategy, while successful on thils particular
occasion, could cause serious repercussions. TIf the
employees discover that they have been misled in such a
manner, they could concelvably grow resentful at having been

"used." A store manager who depends upon employees to screen

“5jultet M. Halford, "The Care and Feeding of the
Grapevine," Supervisory Management, Vol. 2, No. 2 (December,

1956), 16.

hég. g. Speroff, "Grapevine Helps Pick Supervisor,"
Personnel Journal, Vol. 351, No. 7 (December, 1956), 12.
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promotions 1in trils manner may suffer a loss of prestige and
respect.

A better understanding of how rumors 1incubate and
spread might suggest methods for thelr control. Rumors
travel onl; when the story has importance for both the
speaker and the hearer and the true facts are shrouded in
some kincé of ambigulty. DMost rumors that fly in the face
of fact can bLe traced to a breakdown In communication be-
tween management and the worker.

Rovert Hershey, personnel director of the Bulova
Watch Company, suggests some measures which may be taken
by supervisors to curtail the flow of rumors. They are:

1. Keep normal communication channels open--rumors
flourish 1in the absence o reliable information.

2. Don't use the public address system to debunk
a runor; this method seems to make the rumor
Letter remembered then the refutation.

(V]
.

Prevent 1dleness and monotony 1in the plant
vinerever possible.

4, Debunk a rumor by presenting solid facts about
the toplc rather than by trying to disprove the
logic of the rumor.

5. Campalgn against rumors and rumor-mongering.

€. Educate supervisors in tne dynamics of the rumor.
7. Distract people's attention from the rumor area.
8. Don't just deny a rumor and leave 1t at that.

9. Interpret the rumor as a psychlatrist would a

symptom. Ask yourself what anxlety or attitude
coes this rumor reflect? Then try to relieve the
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tension by%%orrecting the situation which
caused 1t."

These precautions might be expected to reduce rumor-
mongering because those concerned are more in touch with

the facts and less unsure of themselves.

Conclusion

"If the people around you are splteful andé callous
ané will not hear you,"wrote Dostoevsky in 1880 in The

Brothers Karamazov, "fall down before them and beg their

forgliveness; for In truth you are to blame for thelr not
wanting to hear you.”a8 This counsel 1s still good today.
The crux'of the communication problem 1s getting one's self
uncerstood. In communication, either oral or written,
"management must take the time and pains to make sure 1t
1s reasonably understoosd "9
In this regard, the lower level of management, the
store manager, 1s the key to what most experts consider the

best type of communicatlion--the everyday face-to-face rela-

tionship. Accordingly, the manager should learn to develop

47Rober‘t Hershey, "How to Control the 'Rumor Factory',"

The Management Review, Vol. XLVI, No. 3 (March, 1957), 45.

A8Fyodor Dostoevsky, The Brothers Karamazov (New York:
The Heritage Press, 1933), p. 2L6.

49George Smith, Jr., "Questions the Business Leader
Should Ask Himself," Harvard Business Review, Vol. 34,
No. 2 (March-April, 1956), L9,
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hablts of being precise 1in giving instructilons. He should
tell why something is being done 1in a certain manner.5o

In helping workers to keep dally facts in line with
appropriate feellngs and worthwhile purposes, Paul Pigors
0f the Massachusetts Institute of Technology says that
management has three major responsibilities:

1. To make the facts of work and of daily work
relationships such that they ¢o not necessarlly deaden
appropriate feelings.

2. To communicate 1its own purposes about work, and
its feellngs about the employment relationship, 1in such
a way that employees can uncderstané and assent.

3. To cdevelop better communication, so that the
sultable feelings and purposes of management and workers
can be put to work to strengthen the bonds of group
living.

A good communication system 1is kased on the particular
organization's speciflc needs. The answer to the communi-
cations problem is not more communication but a plan tallored
to the firm's needs. Above all, the program must be imple-
mented on a regular basis. Management cannot suddenly
initiate a communication program and expect satisfying

results immediately.

50The text Effective Communication on the Job, ed. M.
Joseph Doorer (NeWw York: American Management Association,
1956) contains an interesting series of articles dealing
with the manager's day-to-day communications Jjob. Chapters
VII to XIII discuss such topics as how to introduce new
employees, how to get an 1dea across, how to instruct and
give orders, how to reprimand, et cetera.

5lpau1 Pigors, "What Is Meaning and How Can We Share
It?," Effective Communication on the Job, ed. M. Joseph
Dooher (New York: American Management Association, 1956),

p. 51.
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Finally, management must learn to listen attentively.

In thils way, supervisors can learn what workers want and
how they react to various communicatlon methods. Of course,
as has been pointed out In this study, there are definite
costs 1n establlshing an intensive communicatlon program.
Nevertheless, there are also costs accompanying poor com- —
munication, such as less efficiency and more labor disputes.
While this tradltional ratlonale of self-interest 1s often
cilted by executives, a few have come to look upon communi-
cation as a moral obligation--that of enabling the employee ¥
to participate in a democratic organization. Whichever
motive he acknowledges, the businessman 1s still faced with
the basic task of iImproving the organlzation's communication

system.



CHAPTEFE. III

INTEGRATING THE CHAIN AND THE COMMUNITY

Introduction

Within the past twenty years, publlc relations has grown
into an important profession in American Industry. The
press agent of yesterday has been transformed into today's
dignified public relations consultant. Many colleges and
universities now offer public relations courses and one,
Boston Unilversity, has a School of Public Relatlions which
awards a Master of Sclence degree.l

Businessmen, too, have begun to recognize the 1mpor-
tance of public relations. According to a recent study,
nearly five thousand corporations now support public
relations departments or engage public relations counsel.
In addition, at least half a billion dollars are spent in
annual salaries for personnel engaged in the work of public
relations.2

The concept of "caveat emptor" (let the buyer beware)

which may have prompted William Vanderbilt's notorious

lrobert Heilbroner, "Public Relations: The Invisible
Sgll," Harper's Magazine, Vol. 214, No. 1285 (June, .1957),
23,

2
Ibig.

—
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1s dlametrically

1

utterance in 1879, "The public be damned,'
opposed to the current philosophy of public relations.
Today's executlives generally appreciate the fact that busi-
ness successes are closely related to the degree of publlc

approbation they enjoy. Within the retail food 1industry

[

In particular, public acceptance can mean the difference

between an operation's success or fallure.

Historical Backeground of Public Relations in the Food

Industry
History has taught the food retall industry that

effective public relatlons cannot be attained passively.
During the 1930's when the chains underwent a perilod of
raplid expanslon thelr relations with the general publlc were
quite unfavorable. Public opinion was directed toward
stunting and even reversing the expansion trend as evidenced
by punitive legislation ancd organized anti-chaln group
activity.3

Chains soon discovered the effectliveness of organized
minority activities in influencing the action ané opinion
o2f the general public. Housewlves were told that the chains
were taking money out of the community and driving local

retallers out of buslness. At the same time, chalns failed

3M. M. Zimmerman, The Super Market (New York: McGraw-
Hill Book Company, 1955), p. 5.




100
to assoclate thelir continued expansion with a need for com-
munications to the various groups. Generally, the chains
failed to foresee the need for understanding the various
groups or for these groups' understanding the chalns.

The virulence of anti-chain campaigns combined with
legislation to abolish the advantages of procurement which
the chains enJjoyed would seem to provide Insurmountable
obstacles for food retalil executlves to overcome. Ironically,
the need to allay this resistance may have provided the
stimulus required to achileve the 1ndustry's present status
in the United States. Faced wlith these common problems,
individual chains combined efforts, hired professional
public relations men to initiate counter-campaigns and
Aconcentrated thelir operational endeavors on the improvement
of thelr distributive activities. Both plans were successful
and, today, more people appreclate the fact that chains can
afford a lower price to the consumer because of economles
in distribution, shifting of functions and integrated,
more efficient management.

The chains did not 1imit their public relations
activitles to the consumer group alone. Some organizations
actively sought.better relations with farm groups. An 1deal
opportunity presented 1itself in February, 1936, when the
California cling peach growers were suffering considerable
losses due to an under-consumption of canned peaches. The

chalns acted quickly and effectively in this situation.
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The Food and Grocery Chaln Stores of America, a national
assoclation which a few months later became the Natilonal
Association of Food Chains, launched a nationwicde drive to
promdote this surplus to the public. Instead of suffering
a seemingl;” lnevitabtle céisaster, the peach growers wvere
able to dispose of thelr crop at a substantial profilt be-
cause of this intervention.
Later, when beef prices dipped due to the abnormal
rate of slaughter necessitated by drought, the chains again
demonstrated the value of organized distribution. On another
occaslon, they earned the gratitude and respect of Calif-
crnia's driecd frult procducers by moving an unprecedented
volume of produce Into consumption. Following these experi-
ences, the {253 chalins developed a permanent agricultural
rellef program which has channeleé¢ many surplus crops to
the American consumer.5
Many food retallers have not forgotten those troubled
vears of publlic hostility. They have learned the importance
of effectlive public relations. Consequently, many chailns
have become actively engaged 1In programs designed to gain

the understanding ané acceptance of the various publics.

Unfortunately, too many programs never achleve thils obJective.

Reasons which might cause a public relations program to

uGodfrey M. Lebhar, Chain Stores In America (Clinton,
Massachusetts: The Colonial Press, 1952), p. 1l1l.

5Ibig.
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elther fall or succeed will be examined in the following
sections. Accordingly, thils study wlll be concerned with
an analysis of the publlic relations cdirector and department,

the different publics and some toosls of publlic relations.

Public Relations Definec

Before undertaking a study of public relations plan-
ning, 1t might be helpful to define what 1s meant by public
relations. To some, the most effective public relations
is largely an application of the "Golden Rule plus publicity;
it is a matter of cdoling good and seeing to 1t that the light
shines as far and as btrightly as possible." The objective
of public relations may bte defined as "making people like
you, understand you anc appreclate the value of the products
which you sell or the services you perform."7 Public rela-
tions may be described simply as dolng the correct thing
and then telling the public aktout 1t. This concept involves
more than saying things people like; 1t 1s doing things
people know are right. An organization must have integrity
in order to merit the public's confidence,

Perhaps the basic formula for public relations as

conceived by Paul Garrett, formerly vice president of General

6Eg Lipscomb, Grassroots Public Relatlons for Agri-
culture (Little Rock, Arkansas: Democrat Printing and
Lithographing Co., 1950), p. 29.

7Paul Sayres, Food Marketing (New York: McGraw-Hill
Book Company, Inc.,1950), p. 199.
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Motors and now public relations consultant, would ceplct a
clear and conclse image. In essence, he states that manage-
ment policles, as applied through people connected with the
company, determine the acceptance of the company ancé 1ts
products. Figure 2 might aid in the visualization of this
concent.

This formula can provicde a guide within which retail
food chains may plan and implement an aggressive public
relations program. An important point to remember is that
public relations 1s a function of all levels of management.
Every executive who has contact witn employees, customers,
suppliers and the other publics has a major responsibility
for public relations. Every employee has a similar respon-

sltility to make a goocd public Impression for his firm.

The Public Relations Director and Department

To facllitate tris work,.many organlizations have
staff publlic relations departments. This department 1s not
designed to relleve the organization's personnel of the
responsibility for public relations but to advise, plan and
program publlc relations activitlies. 1In acddition, the de-

partment can provide management with the speclalized skills

and communication tools needed to carry out public relatlions

policles.

8Bertrand R. Canfield, Public Relations: Principles
and Problems (Homewood,Illinois: Richard D. Irwin, Inc.,

1952), p. ©.

s e
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BASIC FORMULA

Management As
Pollicles

Acceptance
of the com-
pany and 1its
products

Designing

Engineering -by millions of in-
Personnel cdlviduals who have
Manufacturing PEOPLE their own opinions
Purchasing Connected with but whose oplinions
Finance the company are influenced by
Distribution the opinions of
Executive others
Personnel
Supervision Workers
Dealers

Suppliers Stockholders

Flg. 2. Basic formula for public relations
conceived by Paul Garrett, formerly
vice president of General Motors
and now public relations consultant
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The work of this department is normally supervised by
a public relations director who must possess a varlety of
unusual skills. A successful public relations director has
been described as cne who must possess:

Common sense

News sense

Business sense

Dramatic sense

Ability to write

An uncderstanding of the ecitorial and printing _
practices of newspapers and other periodical |
publications :
A knowledge of the workings of radio (and

television) :
8. Specialized knowledge of the fleld in which the §
publicity 1s sought

O\ =W o+

~

ey

A< least one more requirement should be added--manage-
ment ability. A publlic relations director must be able to
plan, organize, and control the operations of hls department.

In selecting the public relations director, 1t must
te decided whether he 1is to be taken from within the company
or from an outside source. The advantages and dlisadvantages
Of elther cholce should be carefully welghed. 1If a company
man 1s used, the beneflits are that he 1s well acquainted
with the company, 1its internal operatlions and difficulties.
The principal disadvantage 1s that he 1s usually untrained
In the public relations field. In most cases, the respon-

slbility 1s assigned as a secondary duty to a staff executive

M1ilton Wright, How to Get Publicity (New York: Mc-
Graw-H11ll Book Company, Inc., 1945), pp. 194-195,.
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who can devote only part of his work day to thils particular

Job. This restricts the scope of the program since the

staff executive will be limitecd in his ability to appreclarte

the individual problems of each public.

Many more companies employ or retain professional

public relations people today than was the case five or
r 1

ten years ago.lo By choosing an outsider, the chaln can

be more discriminating ané select a person who 1s experi-

enced 1in the public relations field. 1In addition, the

aforementioned "key executive" will be released for his :
|

Primary cduties. On the other hand, thils outsicde man would

Nnot be famlilliar with the chain's specific problems and

the refore might finé it éifficult to determine the source

O 1 t roublesome situatlions. This disadvantage, of course,

Showuld be offset in time as the public relations man becomes

Oriented to the firm.
Some companies utilize both internal and external
PUub 1 1¢ relations administrators; one as the departmental

d*llﬁ€°c:tor, the other as a publlic relations counselor. The

leit:t?e~r is retained by the company but remains independent

or 1 ts organizational structure. He provides an obJective

a131317c>ach to the firm's publlic relations program, serving

a A
S would a professional attorney, engineer, or accountant.

\

Re lOJohn McCaffrey, "A Company President Looks at Public
lations," The Management Review, Vol. XLV, No 4 (April,

los6y 78
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The next step 1n organizing an adequate department is
to determine 1ts functions. These functions will be dictated
by the number, size and importance of the publics served by
the chaln; the size and flnanclal resources of the business;
the attitucdes of the public toward the busliness; and the
external social, economic, and political conditions of the
community. The specific functions of the department should
include research, planning, coordination, administration,
and procduction.

Research might involve opinlon surveys of the various
publics, Interpretation of social, economic, and political
frends and studies of public relations techniques.

Planning should Include the determining of basic
public relations policies. 1In addition, planning would in-
volve establishing obJjectives, selecting methods of communi-
cation, timing, assigning personnel, and budgeting.

Coordination 1s the process of bringing all depart-
ments of the organlization together into a harmonious unit.
This necessitates the internal contacting, informing and
advising of directors, key officials, operating executives,
department heads, and field puktllic relations representatives.

Administration involves the rendering of service to
all cepartments of the business. The control of budgets,
the supervision of services and personnel and the employment
and direction of the clerical and stenographic force are

activities related to the administrative function.

FAENIEAT AT ok e an ae e
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Production involves the actual contact work of the
public relations department. This includes the implemen-
tation and development of publiclty, motion plctures, slide
films, publications, speclal events, community participation,
public appearances, corresponcence, and institutional
acdvertising.

Carleton P. A.ams, 1n his article, "How to Organize
an Effective Public Relations Department," enumerated ten
practical guicdes which should be conslidered 1in establishing
a public relations department. They are:

1. Fix responsibility. The director should be
able to report directly to a major executive.
Establish a budgert.

Set up a program. What does the company want
to publicize and how widely?

Develop news soirces.

Secure approval for release.

Set up a filing system.

Develop a malling 1list. Don't mail blindly.
Develop a master photo file.

Make monthly reports. 11
Merchandlse the results.

.

OOV O~ E W
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To attain maximum efficlency, the department should te
placecd in the organization at the top-management level and
made responsible directly to the presldent and board of
directors. Since every actlon and policy of the compan;
affects at least one publlic, it 1s only loglical that public

relations should be a top-management function and the public

Mcarieton P. Adams, "How to Organize an Effective
Public Relations Department," Industrial Marketing, Vol. 41,
No. 12 (December, 1956), 46,

“”’?‘—'__‘— e
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relatiosns director a major officer. 1In this position, the
director can mailntain better coordination and closer contact
with the various department supervisors and galn their sup-
port In different activities.

The organization's degree of emphasis on public
relations 1is often reflected in the position of the director
in the company's hlerarchy. Though titles may not be a com-
pletely true reflection of organizational philosophy, 1t is
noteworthy that a number of chain public relations depart-
ments are administered by vice presidents. Marshall Field
has a special vice president in charge of cilvic affairs.l?

To summarize, the supermarket executive should keep
close contact with hls public relations director and depart-
ment. He should cooperate with the director in accomplishing
the following objectives:

1. Establishing public relations objectlives before
initiating publicity actively.

2. Phasing the program as a high-level function of
management, assigned to a senior executive.

(WS

Educating the company on the nature and purpose of
public relations, and developlng a cooperatlve
attitude on a company-wide basis.

4, Understanding what to-expect from public relations
and learning the difference between public rela-
tions and advertising.

5. Understanding the tools of public relations,

6. Belng open-minded about recommendations that
differ from famlliar ideas.

le"pogay's Civic-Minded Executivesi" The Management

Review, Vol. XLVI, No. 2 (February, 1957 238.
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7. Perlodically renewing both the objectives and
the accomplishments of the program at a high
level in an atmosphere conducive to creative
redlrection of a program to meet changling needs.
8. Establishing a budget adequate for the successful
execution of a program cdesigned to meet the
specified objectives.l3
Favorable public oplnion can be achleved only through
the efforts of every employee 1in each department. When ‘
every employee and executive recognizes hils role in the

public relations task, the department is then 1n a position

T

to effectively guide and stimulate the actlions of these

B AT

workers 1n integrating the chain with soclety. —

The Varilous Groups in Public Relatlons

Public relatlons must serve the iInterests of all groups;
1t should not be directed to any one particular group. To
attaln optimum results, general policies and philosophies must
be presented in diiferent aspects to varlous publics. At
least elght types of social groups, toward which a modern
organization must promote public relations, have been sug-

gested. They are:

1. The employees. This includes everyone from the
newest worker to the highest executive.

The general public. Present customers constitute
a large proportion of this group but potential
customers should not be disregarded.

N

13"Here Are Your 1957 Public Relations Resolutions,"
Industrial Marketing, Vol. 42, No. 2 (February, 1957), 55.
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3. The community. This indicates the people
surrounding an area in which the chain 1s
operating.

4, The suppllilers. Each chain has numerous
suppliers--wholesalers, brokers and the 1like.

5. The governments. This includes local, state
and fecderal governments.

6. The special groups. Labor unions, church and S
youth organizations may be categorized as :
special groups.

7. Tne stockholders. Any indivicdual who holds
shares 1In the chaln is a stockholder.

8. The people who disseminate information. These
are members of radio, television, newspapers ,
and other communication media.l L

Of course, there may be overlapping of Interests be-
tween these groups. For example, one who 1s a member of
the employee public, may also belong to the community and
stockholder groups. Nevertheless, for practical purposes,
each group must be treatred as a separate entity. 1In case
of conflicting Interests, the public relatlions director
must not attempt to iImpress a particular group with one
side of an issue anc then seek to 1Impress another group

with the other sice.

Employee Relations

1

Good public relations "begins at home," by developing

understanding and creating enthusiasm among the employees;

430nn W. Darr, Public Relations for Profit (New York:
Funk and Wagnalls Co., 1945), p. 7.
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not only store employees, but every member of the organi-
zation up to and including the president. 92nly when person-
nel are enthusiastic about their work and their company can
they radiate a positive attitude toward the other publics.
"Employee ambassadorship is governed to a large part on
how the individual feels about his job and the compan;»-f."15
In addition, each employee must feel that he 1s an impor-
tant element of the organlizatlon and thus closely icdentify
nimself with the company. Thils association must be extended
to such a degree that the employee will feel criticlized when
someone criticizes the organlzation, or rignhntfully feel
responslpble for part of the praise bestowed upon the enter-
prise.

In order to develop effective empioyee relations,
management should first try to determine the emplojees!
attitudes toward the company. Do they think that wages are
fair? Are they satisfied with working conditions? Do
employees feel that they are receiving adequate recognition?
Do they believe that promotlons are given those with the
most ability or that the best jobs are being handed to
friends or relatives of executives? Are workers satisfied

with the company's security measures--pensions, health,

accldent and 1life insurance, sick leaves, and other benefits

kettn s. McHugh, "Your Most Important Spokesman,"
Dun's Review and Modern Industry, Vol. 68, No. 1 (July,
. 195€7, 37.
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deslgned to improve employee Jjob satlsfactlon? These
surve;ys offer employees an opportunity to express thelr
satisfactions and dissatisfactions and may reveal ways of
improving personnel policies ané working concditions. Recog-
nizing the. importance of satisfled employees to public rela-
tions 1In general, management often conducts these surveys
prior to the 1implementatlion of a full-scale public relations
program.

Altrough public relations is the responsibility of
each food chain employee, the supermarket manager occuples
a strateglc position 1In this continuing battle for consumer
favor. The manager represents his company at the store
level. A customer's attitude toward a particular chailn
is affected by her relationshlp with the store manager.
Even deeper than this relationship is the impact that the
store manager can exert upon store personnel. Filrst, he
can impress all employees with the 1mportance of thelr
particular Jobs within the supermarket. This attitude may
be furtner developed by offering adequate wages, satis-
factory worklng condltions andé reasonable opportunitiles
for promotion. Lansing P. Shield, president of the Grand
Union Compan;, conceived four major planks which should
improve employee satisfaction. They are:

1. Securlty

%. Opportunity

. Rewards to each man in proportion to his
contributions

‘ ThAT LY N e
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4, Fulfill%ng the employee's desire to
belongl

A satlsfied employee can mean satisfied customers. If the
workers are content, they will perform:-thelir functions well
and will create a pleasing atmosphere 1In the supermarket.
Good employee relations 1s also promoted by investing
status in each worker's role iIn the supermarket organization. |
Unfortunately, too many people still perceive of the food
store as a sweat shop where employees work long and arduous

hours at dirty and unsavory tasks. Some think of the

T I AV y BN -\ -

supermarket as a place where a high school boy may earn a
few dollars working part-time; but where no one with any
intelligence and ambitlion would ever seek a career. Indeed,
such Judgments must be deeply-rooted, for they are still
retained by many desplte the impressive supermarkets of
today, shorter working hours and the use of progressive
personnel techniques for selection, placement and training.
Because of these unfavorable attitudes, the retall food
industry 1s confronted with a fundamental communication
problem--how to iInform the public of the opportunitles
provided for useful and satisfying careers.

As the public becomes more aware of this changing

concept 1n food retalling, they will develop a greater

16Speech presented by Lansing P. Shield, President of
the Grand Union Company, at a Food Distribution Club meeting,
Michigan State University, February 14, 1957.
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respect for the "professionalism" of the food industry.
Consequently, this will improve the grocer's status as a
productive and respected member of the community. Such edu-
cation while within the realm of public relations can be
promoted by each employee reflecting credit upon both him-

self and the 1ndustry.

As previously mentioned, the supermarket manager 1s ?-ﬂ
in an 1deal position to create a feeling of good will among ;
his employees. He can 1instill in each employee a spirit E»
of cooperation--a feeling of working with rather than for E
the company. Although 1t may be of some beneflt to apply E——

such public relations techniques as 1llustrating the collar
value of each shopper or explalning what the loss of several
good customers can mean to a supermarket's earnings, this
treatment seems somewhat superficial. A more basic approach
is to engender in each employee a feellng for the customer
as a person rather than a statistic. "Warm, friendly action
comes from having a real feeling for people and thelr
problems."17 Employees with this attitude are public
relations ambassadors, true administrators of any effective
program.

The 1importance of frlendly employees to a modern food

chaln cannot be over-emphasized. Due to the high degree of

+LiMmpe Friendly Store: Manager's Training Course,"
Chain Store Age, Vol. 33, No. 2 (February, 1957), 6€7.
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self-service in a supermarket operation, employee-éustomer
contacts have been limited to such areas as the checkstand,
bottle-refund desk and plck-up station. Consequently, the
impressions a customer receives durlng these infrequent
contacts will determine, to a considerable degree, her
attitude toward the particular supermarket.

A chalin, to be successful, must develop a favorable
personality; it must create a psychologlcal label or sign.
"This personality 1s built through a combination of facths--

merchandising, advertising and publilc relations."18 Person-

| Bt R

ality though 1s not based merely upon a unique pylon or
quaint cartoon character. A chain's personallty depends
upornn i1ts merchandising policles, its employee relations,
store layout, services offered, et cetera.

An alert executlive will critically evaluate his chain's
public relations "output," so to speak. Some have devised
checklists designed to apprailse each unit's "personallty."

A well-planned checklist might attempt to determine whether:

1. Frilendliness and prompt attention are extended
to all customers.

2. Accurate and courteous directions are given to
all customers.

3, Courtesy 1s extended to the "hard to please"
shopper.

~

18Pierre Martineau, "Your Company Personality--How
Important Is It?," Business Toplcs, Vol. 4, No. 1 (July,

1956), 6.
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4. Enthuslastic salesmanship and service 1is
cdemonstrated where customers refund bottles,
cash checks or order special cuts of meat.

5. Quality is religiously maintained and the
customer 1s treated honestly at all times.

6. E.ery employee has adequate knowledge of the
store's merchandise.

7. Prompt and cheerful adjustments are made.

8. The entire market radiates cleanliness and
oréderliness.

9. The store offers good food, attractively priced
and displayed.

10. In general, customers are treated as company.19
Wnile these conditions may be difficult to attain,

the feat 1s not impossible. Every store manager should

strive for the achlevement of these high standards. In so

doing, he snould be akle to mold favorable public opinion

and encourage loyal customer patronage.

The General Public

Another group which demands careful consideration when
formulating policies for a public relatlons program 1s the
general public. The chaln must appeal not only to those
who already patronize their supermarkets but also to poten-
tial customers. To larger food chains, such as the Atlantic

and Pacific Tea Company and Safeway Stores, the general

1

9”The Friendly Store: Manager's Training Course,"
op. cit., p. 67.
op. cit
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public 1s practically the national population. Chains
which do not enjoy these advantages of "bigness" have
pooled their resources in trade assoclations, such as the
National Assoclation of Food Chains and Super Market Insti-
tute, to promote the incdustry in general. These groups

have implemented institutional advertising to inform the

publlic of the many soclal and economilc benefits resulting
from the food chains' productive efforts. Americans are
petter fed and enjoy greater dietary educatlion because of

the industry's actlvities. Despilte increased living costs

| B e

and a lower valuation of the consumer dollar, an average
lakorer can purchase more units of food with hls hourly
earnings than ever before. These and various other benefits
are brought to the general public's attentlion in an effort
to foster better public relations throughout the industry.
Thé Atlantic and Pacific Tea Company, while tradi-
tionally secretive about 1its pollicies and activities, 1is
intensely interested in promoting good publlic relations.
The Atlantic and Pacific Tea Company acdvertises nationally
that 1t 1s an integral part of the American way of life;
that no community 1s complete without one of 1ts markets.
The company publicizes every occurrence which might favorably
impress public opinion. Typlcal of such advertisements is
the following excerpt:
Now a 5 day week for A&P employees throughout the

nation. Stores will be open 6 days a week as usual
but no employee will work more than 5 days.
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This, we bellieve, constitutes the first 5 day week
and the shortest general working hours of any major
food retail establishment.
For many years, 1t has been a source of pride to
us that we have been able to maintain the highest
average wage scale and the shortest working hourg in
a fileld where long hours have been traditional. e
Through such releases, the company attempts to inform the
public that 1ts employees are treated fairly and paid well.
The chain promotes the fact that 1t 1s a good corporate
citizen sincerely interested in the welfare of 1ts empnloyees.
Of course, the majority of food chains cannot approach
the magnitude and scope of such a public relations program.
The slze and far-flung Iinterests of the Atlantic and Paciflic
Tea Company make these large-scale promotions profitable.
Nevertheless, the phllosophy behind these campalgns can
be applled to advantage by the smaller chalns. Wrigley
tores, Incorporated, of Detrolt has made a number of out-
standing contributions which 1lnevitably resulted in favorable
reactions from the general public. A shipment of foodstuffs
was flown by Wrigley's to hurricane victims in Haiti. During
the same period, Wrigley's had shipped a cargo of canned
vegetables through the American-Korean Foundation to insti-

2l

tutlons and hospitals in Korea. Such manifestatlions of

20Tom Mahoney and Rita Hessilon, Publlic Relations for
Retallers (New York: The MacMillan Co., 1949), p. 239.

eltypigley's 1s Active in Civic Affairs," The Spirit
of Wrigleys, Vol. 9, No. 12 (December, 1954), 10.




the food 1ndustry's willingness.to devote 1ts facilitles
and know-how to serving not only the American public but
people of all nations are gradually eliminating the tradi-
tional concept of food retalling as a non-productive and

low status form of endeavor.

Community Relations

Closely allied wilith iInfluencing the general public is
the problem of integrating the chain and the community which
it serves. One of the major problems confronting any chain
is that of galnlng acceptance as a business with vested
Interests in a particular community. A large chain operating
in several hundred small communities has cdifficulty in main-
taining a close relationship with each and every one of
them. An independent grocer has a declded advantage 1in that
his business has developed withlin and 1s dependent upon the
community. In many instances, he is a native or owns a home
in the area.

Chaln stores labor under two lnnerent handicaps.
First, in a decentrallized operation 1t 1is sometimes difficult
for home office executives to visuallze problems in small
and distant towns. Secondly, store managers must frequently
be moved from community to community as part of their own
personal development as well as to meet the needs of the
company. Thus, they may not have the time to become as

widely acquainted with the communities in which they work

‘» P LSNPS 2 el s aeie dcamie W
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or to develop as much civic pride as do the independent
retallers.

Nevertheless, the task can and must be accomplished.
"The tigger and more widespread an outflt grows, the more
1ts strength must stem from local understanding and sup-
port."22 In order to secure thils local support the com-
munitlies should be told how the company functions--what it
makes, the nature of its business, how many people 1t
emplo;s, what 1s pays in taxes, what 1t spends locally, how
1t regarés 1ts community responsivilities andé what 1t con-
tributes tolthe social and economic 1life of the community.
Good community relations can be expressed in simple terms
as:

1. Having a pollcy of doing only those things
which are right and decent.

2. Acting according to these principles, doing
the things which all good ciltizens do for
thelr home towm.

3. Doilng everythlng possible to make people
know gho the company 1s, what 1t 1s doing and
why.2

Today's retaill food executive has at his disposal

various tools and techniques which may be utilized to

accomplish these aforementioned objectives. The chain may

227 awrence M. Hughes, "General Electric Builds Com-
munity Relations on Product Sales Method," Sales Management,
Vol. 76, No. 3 (February 1, 1956), 32.

23G. H. Achenbach, The Community and Your Business

are Inseparable, National Assoclation of Food Chailrs' Manage-

ment Clinic on Publlc Relations, Summary Report, February 1l-
2, 1954,

ra.--.p LS
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particibate in community affairs, distributive education
programs, clvic Improvement, social and charitable projects.
An Important rule to be remembered 1s that under no cir-
cumstances should the chaln participate in political
campalgns. Although the chain's viewpolnt may be sanctioned

by the majority, patronage will inevitably be withdrawn by

many local citizens. An acdage appropriate to this note of ?‘“

caution is, "You might win the argument, but you'll surely i

lose the sale." ?
There 1s a wide assortment of channels for promoting E |

community relations, such as the Chamber of Commerce, the
Parents and Teachers Association, church and fund ralsing
campalgn organizations. Of course, a majority of the chains
will not be expected to emulate the generous contributions
of the huge Kroger Company, which pledged sixty thousand
dollars as prizes 1n cooperation with the General Federation
of Women's Clubs to sponsor a "Builld a Better Community"
contest.2u The Kroger name and its clvic contributions are
well-remembered in communities ranging from Lamolille, Nevadca
to Marianna, Florida.

Many opportunities are open to the executlve who
wlishes to improve his community relatlions. These opportuni-

ties are limited only by the executive's imaglnation and

i
2 Joseph B. Hall, "Build A Better Community," Kroger
Pamphlet,p.1l.
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ingenuity. One food chain president, Fred C. Pockrandt of

25 While

Acme Markets, has his own local radio program.
he refrains from promoting the chain directly, the community
knows him as "the Acme Man." Community acceptance of "the
Acme Man" has gained favorable local identity for the Acme
organization itself. —

At thils point, 1t might be appropriate to discuss ’
specific techniques used in fostering community relations.

This study wlll iInclude some observations on corporate

giving, membership in community functions, guided tours

prr

and cookling courses. Perhaps, through this discussion,
general principles pertaining to each of the aforementioned

subjects can be evolved.

Contributions. The question of how to handle contri-

butions properly has been subJect to considerable contro-
versy. Who will make the actual contribution? How much
should be donated? What limitatlons should be placed on
contributions? These are only a few questions which must
be resolved by the publlic relations department.

Some chalins have instructed the store manager to refer
the solicitor to the central office. When a donation 1is

reqested, the manager supplies the solicitor with a printed

25Fred C. Pockrandt, "Acme's Business 1s Public
Relations," Super Market Merchandising, Vol. 22, No. €

(June, 1957), 86.
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form and explalns the procedure of writing directly to com-
pany headquarters. This system seems to defeat the chain's
objectives of closely allying its supermarket with the com-
munity. For example, 1f the chairlady of a local women's
league has requested a contribution from the store manager

for a proposed civic center and is told she must refer the

matter to a central office, she 1s clearly reminded that r |
the particular market 1s only one in a huge, corporate i
chain which is "merely in town to make money." This atti- ?'
tude will be reinforced when the local merchant next door k'

Immedlately responds by going to the cash reglster and
making a direct contribution.

Other chéins allocate a specific sum which the super-
market manager must budget to cover hls annual donations,
This arrangement, too, contains obvlious weaknesses. Often,
the manager may exercise poor Jjudgment and expend this
budget long before the year has explred. He may establlish a
precedent embarrassing to the entire chain by donating to
a local solicitor. For example, using his own discretion
the store manager might contribute to a municipal volunteer
fire department fund. The managers in the nelghboring
communlties who have not included this group in their con-
tributlion plans might be forced to donate anyway when
sollcltors use the first manager as an example. In effect,
thls store manager would be setting a company policy for

donations.
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Headquarters, of course, should determine the policy
for handling contributions. They could establish before-
hand wnhat donations are to be made, to whom and in what
amount. An analysis of "all continuing contributions could
be made annually to see wnether each organization's objec-
tives are valld and their expenditures reasonable."26
sound program would Include an estimation of the donations
budget for tre coming year. The total budget figure is
normally represented as a percentage of net income before

taxes. (Nationally, contributions average 1.23 per cent

| it st LR
g

of net 1ncome before taxes.27) A good contribution plan
should have a written policy, proper administration and a

donatlon budget.

Memberships. Most food retaill chalns encourage parti-

clpation in community organizations such as the Chamber of
Commerce, Retall Merchants Assoclation, and the Board of
Tracde. The National Association of Food Chains sponsors

an industry-wide contest to select supermarket managers who
have demonstrated "outstanding achlevement in promoting
better community relations." The winners receive inscribed

bronze medalllions and other enviable recognition when they

26
Claude Alexander, "Ground Rules for Giving," Public
Relations Journal, Vol. XII, No. 8 (August, 1956), 21.

2T he Art of Corporate Giving," Public Relations
Journal, Vol. XII, No. 6 (June, 1957), 10.
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gather in Washington, D. C. to attend an awards banquet.
At that time, these cilvic-minded managers are also glven an
opportunity to meet with many important officials of the
federal government.28 Promotions such as this will cer-
tainly help elevate the status of the supermarket manager
and the chalin which he represents 1in each local community.

Of course, membership alone 1s insufficient. The
manager must become an active participant in these organi-
zations. He should attend meetings regularly and make
himself available for committees and special projects.
Unfortunately, many managers honestly feel that they do
not have sufficlent time to engage 1n these extra-curricula
activities. They contend that their store dutles consume
ten to twelve hours each day and consequently leave them
little time for Joining clubs. Thls unwillingness to parti-
clpate in community activities may be due, in part, to the
Short-range objectives of many managers who regard their
current store assignment as belng of limited duration.
Accordingly, they are more concerned with showing a good
Sales and profit figure 1in the present than building good
Will in the future. Most managers rightfully feel that
they are being Judged on their present production figures

and not how many friends they are making for the company.

28" yinner of NAFC Good Citizenship Award Announced,"
Chain Store Age, Vol. 33, No. 2 (February, 1957), 11.




To offset this short-range viewpoint, greater emphasis
might be placed on other managerial responsibilities such
as employee development and public relations. Of course,
the Intellligent manager realizes that the new friends he

gains will be reflected in the store's present and future

earnings.
r-a
Tours. As part of their public relatlons program, a ;
number of chalns conduct tours through thelir stores and g
distribution centers. The companies that conduct these i
tours belleve the customers,local citizens and school child- ‘

ren snould be familiar with behind-the-scenes operations

in food chains. In fact, many are cdeeply interested in

seelng the operation of a food chain. The range of interest

of these visiting groups 1is wide and may vary from school

and college assoclations to farm bureaus and wiomen's clubs.

A properl; planned tour involves learﬁing the particular

interests of the group. In this way, the tour can be made

more interesting by beling directed specifically to each group.

A general type of tour is not usually appealing to all groups.
Store tours for school children are also part of a

mass education program designed to acquaint them wilth econ-

Omlcal shopping methods. These youngsters represent a

pPotentlally large group of future chaln store customers.

An extension of this idea 1s found in tours conducted for

high school students and teachers to emphasize the many em-

Ployment opportunities in the food field.
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Scholarship programs. Along these lines, some chains

and chain assoclatlions offer scholarships to outstanding
local high school graduates. These scholarship programs
establlsh good publlic relations with the family and com-
munity of each winner, with the faculties of the colleges
and with all those who read the widespread publicity accom-
panying the granting of scholarships. The most important
advantage 1s that, in helping worthy students, the chains
are helping train future leaders in agriculture, home

economics and food distribution.

Cooking courses. Some food chains sponsor cooking

courses for thelr customers. By conductlng these classes,
the chaln impresses each housewife wlth its interest in
her famlily's welfare and health. The housewife, in turn,
may develop a feellng of obligation to the chain.

These courses are deslgned to educate the housewife
in planning balanced diets, selecting and preparing nour-
1shing food. 1In addition, these courses can be used to
stimulate the sale of prilvate label merchandise. Such pro-
grams definitely improve community relations and promote

the company name with a most potent propaganda weapon--the

housewife.

Tﬁe Supplilers

Another area for promoting good public relations 1lies

in the chain's association with suppliers: manufacturers,

""l"‘*‘"‘?" ey e g
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packers, Jjobbers and brokers. Suppliers, as a result of
thelr business dealings; will develop definite opinilons
about varlous chains. These opinions are quickly spread
to other suppllers and food chains in the industry. A
broker operating in the Detrolt area recently commented on
the different methods of handling suppliers in three large
food chains. He Jjudged each chain according to the treat-

ment recelved 1n the buying office and openly expressed a

definite preference to other members of the industry.29

Many companies, cognizant of the supplier's role in

"r‘arrv'r':'

shaping public opinlon,have devoted conslderable attention
to the vendor-buyer relationship. An example of this can
be found in the Grand Unlion buylng offices at East Paterson,
New Jersey. The company has developed a purchasing schedule
deslgned to reduce the time wasted by salesmen when calling
upon buyers.

Above all, any suppller and retaller relationshlp must
be predicated upon the principles of honesty and fair play,
which will generate mutual respect, understanding and con-

f'idence.

The Government

When one tries to influence a local banker or the
president of a women's club, he 1s conducting a public

relatlions program. When he does the same with a politician,

29Personal Interview with-Richard Grimes, Vice Presi-
dent of Fellmen Assoclates, Coldwater, Michigan, April 18,

1957.
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he is called a "lobbyist." Actuall,, there is only one
kind Qf lobbying that 1s sure to pay off, and that is
lobbying with the public. The Atlantic and Pacific Tea Com-
pan; discovered this in 19238 when 1t appealed to the ciltizens
ané caused a bill imposing chain store taxes to die in com-
mittee.30

On the local level, a sanitation officer's opinion of
a chailn may affect his judgment of an organization's sani-
tation practices. Along these lines, a supermarket manager
must be careful in hls business dealings with the town
officials. An incident may be recalled which involved a
dispute between a town mayor and a supermarket manager. The
mayor, wno regularly purchased hamburger meat for his
restaurant from this particular supermarket, complained
of having been so0ld rancid meat. 1In the ensuing argument,
the mayor threatened to suve. 1In retallation, the supermarket
manager threatened to sue the ma;yor as proprietor of the
restaurant for having served ple containing some forelgn
matter. As a result, the supermarket manager was dismlssed
and the chaln was placed 1n a bad light In that particular
community.,

When dealing with local, state and even federal govern-

ments, the chains should keep the officials fully and

30"carl Byoir's Death Recalls His Aid to A&P Public
Relations," Supermarket News, Vol, 6, No. 6 (February 11,

1957), 8.
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accurately iInformed of policy changes which might attract a
government's attention. A realistic public relations pro-
gram will avold allenation of government groups slnce the
ensulng expense to tell the public the chain's viewpoint
can become qulite prohibitive.

Recently, the National Assoclation of Food Chains was
able to 1Improve its government relations by cooperating
with the United States Department of Agriculture on a
specilal project--the installation of an American-style

31

supermarket in Rome, Italy. Relations were also improved
with the forelgn public who visited and shopped 1in this
supermarket. The chaln executlves who alded 1n the work

of this project proved to be excellent ambassadors for both
the United States and the food industry. This first project
was so successful that another model market has been sch-
eduled for September, 1957, at the International Fair in

Zagrekt, Yugoslavia.32

Special Groups

Public relations objectives in appealing to special
groups such as unlons, church and youth organizatlons have

been cdiscussed to a limited extent earller 1n this study.

31"American-Style Supermarket in Rome," Food Topics,

Vol. 12, No. 11 (June 3, 1957), 9.

32" pirst American Supermarket to be Seen in A Com-
munist Country," Bulletin, Natlonal Assoclation of Food
Chains, Vol. XXIV, No. 27 (July 6, 1957), 2.
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The policies have been viewed with respect to employee re-
lations and community affairs. Managers and store personnel
should be encouraged to participate in church and youth
activities.

Union relations continue to pose serious problems.
Difficulties may be minimized througn better communications
with labor and by maintaining sound employee relations. An
astute public relations man realizes that the improvement
of labor relations may be reflected 1n relations with other
publics.

As an example, the management and employees of a small
firm worked together to raise ten thousand dollars for a
Community Fund. Each man donated half a day's wages. This
was combined with an open house to which local business and
clvic leaders were 1Invited. The results were threefold:

1. It improved labor management relations (the
local union concelved the idea).

2. It increased the amount of the company and
employee Community Fund donation.

3. It attracted notice in the press_by performing
a useful service in a novel way.

Stockholders

The fleld of stockholder relations 1s a large one and

pleads for more attention. The obJjectives are simple and

33"Employee-Customer Relations Get A Lift," Industrial

Marketing, Vol. 41, No. 2 (February, 1956), 124.

AR
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attainable. "Do everythlng that is practical to promote and

deserve the loyalty and friendship of stockholders."3u The

results would be varied and profitable. For example, new
investor interests in the company might be stimulated or
stockholder patronage of the food chaln increased.
In order to cultivate the investors' good will and
loyalty, the company should:
1. Keep the stockholders' welfare constantly in
mind 1n every declislon which could possibly have a
bearing on the investor; fair play 1s an unbeatable
force in good stockholder relations.
2. Strive for corporate attainment and leadership

which will bulld stockholder confidence and pride of
ownership.

3. Gain their steady interest by keeping them
informed about the things that matter to them; try
to give them advance notice of company events and
developments in which they might be Interested.

4, Enlist their active help in promoting the
company's welfare; educate them in corporate prob-
lems, 1In product promotlon and in their tasks as
corporate members.

5. Take full advantage of every opportunity to
increase the investors' confldence, respect and ap-
preciation for the company and 1its management.

To effect these objectives, the chain may utllize the

following techniqueé:

1. The annual report. A company's report of 1ts

year's progress and operations.

2. Interim publlcations. Booklets, periodicals and

the 1like.

I
3 Glenn and Denny Griswold, Your Public Relations (New
York: Funk and Wagnalls Co., 19487, p. 227.

351Ipid., p. 213.

Sa—
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3. Correspondence.

4, Annual Meetings. The public relations director's

problem here 1s to plan an interesting and infor-
mative program which will encourage attendance.
Some companles schedule annual meetings in various
key cltles simultaneously so that more stockholders

can attend without traveling great distances.

The People Who Disseminate Information

Good relatlons with members of racdio, television, and
the press are essential to any successful public relations
program. Since communication is vital to the development
of favorable public opinion, the importance of any support
and cooperation which these publicity people may provide
cannot be over-emphasized.

In order to achleve anc retain a favorable press,
the public relations director must remember several basic
considerations. First, he cannot exert pressure to have any
release publlicized. To put the power of radlo, television,
and newspaper behind his public relatinns program, the
director should be straight-forward and frlendly with the
appropriate executlves. These men, 1t must be remembered,
are lnterested in 1items with news or human interest values.

1

If 1t is news, they will expect '"newness," reporting the
happening or event as quickly as possible after 1t occurs.
Human interest stories capitalize on the fact that

people would rather read about people than anything else



135
and would rather have thelr emotions played upon than their
intellects. Recently, the Bell Telephone Company managed
to inundate local newspapers in New York City with human
interest anecdotes relating the perseverance of many switch-
board operators 1n securlng transportation to their jobs

during a tie-up due to heavy snowstorms. Practically every-

thing btut dog sled was used and these stories provided inter- FW‘
esting reading. The result was that more people came to i .
regarcé the Bell Telephone (Company as a human organization, ?
comprised of people Interested in performing their jobs %?
[

well. In addition, emplonyee relations were improved by
elevating the status of the switchboard operator.

In effect, the publlic relations director can display
conéiderable cleverness and 1imagination in promoting the
company name., Rather than pay for a televislion commercial
the astute director will devise a method whereby the same
promotional material becomes a news or human Interest item.
Grand Union was able to present a meat-cutting demonstration
on Steve Allen's "Tonight" television show. The result was
an Interesting and amusing session, publicizing the company
name at an extremely low cost. Another example of alert
public relations was provided by the same company when 1its
president; Lansing P. Shield, appeared on a television
panel show. Thils type of imaginative and aggressive
thinking separates the true public relations man from the

offilce clerk who merely lssues drab blurbs from day-to-day.
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There are several do's and don'ts which might be
useful guldes for the publlic relations man who 1s attempting
to disseminate company information to the press. These are:
1. Do make the first paragraph tell 1f possible:
Who--What--When--Where--Why--How. Keep the
meanlng clear and put the most important facts

in the first paragraph.

2. Do stay away from ten cdollar words and all
efforts to be "literary."

3. Do remember that names make news. Use as
many of them as possible and be careful--very
careful --about their spelling.

L, Do type the story double-spaced on one side
of the sheet.

5. Do delilver the story, 1n person, 1f possible.

6. Don't include opinions in a straight news
account unless they are put in quotation
marks and credited to the proper person.

7. Don't be disappointed when the long account
written for the front page appears 1in filve
inches on the back.

8. Don't raise the roof about minor errors in
editing or about typographical misprints.36

A potent self-restraining influence might be imposed
by the public relations director who asks the question,
"How wlll thls release benefit the company?" DJbviously, an
attempt to merely place the company name in the public eye
is not enough. The publicity release must serve a specific
purpose 1n keeping with the general public relations objec-

tives of the firm.

36Lipscomb, op. cit., p. 71.
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JOther communication medla which may be utilized in
promoting good will are house organs, slides and fillms,
trade magazines and newspapers,booths at county fairs, et
cetera. In a very real sense, publlic relations is the

"publishing of a house organ to build worker morale."3'

Benefits of Publlic Relations Summarized

Up to this point, the various publics, how’ they may
be reached, and some publlc relations pollcies and objectives
have been discussed. In addition, benefits resulting from
effectlve public relations have been suggested 1In the
analyses of these publics. For greater clarity, 1t may be
i1lluminating to re-state these benefits more concisely. An
effective public relations program will afforc:

An assured labor supply.

Better community life and 1improvecd morale

of workers,

Better consumer sales opportunities.

Better clvic service to the buslness.

An additional source of new capital.

A defense against discriminatory local
legislation. '

Favorable local identity.

A better understanding of the economic system.
Preventinon of misconceptions about the company
by presehting knowledge of 1ts operations to
the public.3

O 0~ O\ =W n

Chain execufives should be acutely aware of what public

relations can and cannot do. Under today's concept of the

3TRobert McIntyre, "What's Public Relations? It's
Many, Many Things," Editor and Publisher, Vol. 88, No. 1
(July 7, 1956), 117.

38cantield, op. cit., p. 137.
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public relations function in business, 1t 1is not the proper

Job of a corporate public relations staff to devote its

primary efforts to the direct selling of products or ser-

vices. This 1s the function of the marketing or sales de-

partment. The primary function of public relations 1s "to

achieve broad public understanding of the manner 1in which

the company operates to satlisfy those for whom it was

n 39

created to serve.
Above all, 1t must be remembered that these benefits

cannot be accomplished or measured over-night. Constructive

results come only from patient effort in building toward

long-term, carefully defined objectives.

Conclusion

Any public relations program in order to be effective
must appeal to. people 1In terms of their own self-interest.
Each person cdecldes for himself whether he llkes or dislikes
a particular chain. He takes oplnions and impressions

galned from a variety of sources and pleces them together

into a pattern. On the basis of the informatlion he finds

plus hls pfejudices, values, et cetera, he forms Jjudgments--
always keeping personal welfare foremost 1in his mind.

Accordingly, the mass approach directed at the different

39Fr~ank1yn Waltman, "Corporate Public Relations Prob-
1ems Stem from Marketing Operations," Editor and Publisher,
vol. 90, No. 13 (March 23, 1957), 11.
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publics through mass communication tecnniques, although
fairly effective, must be reinforced by the more important
person-to-person contacts between members of the organi-
zation and the publlic.

Competition has now centered about customer convenli-
ences. Supermarket patrons demand clean, neat stores,
adequate checkout facilities, high quality and good varilety
merchandise, sufficlent parking and friendly, courteous
service. Chaln stores, in turn, are deferring to these
demands. When the organization consults its present and
potential customers, complies with their wishes 1n regard
to facilities and presentation of merchandise, it is working
in the fileld of public relations as well as operations.

This public relations work does nont involve a com-
plicated set of formulae cdirecting the use of communication
media and techniques, but rather a down-to-earth way of
business which should stem from a philosophy of 1life in
general. Thils 1s particularly true when 1t 1s realized that
all the fancy frills, high pressure promotions and gimmilcks
commonly assoclated with public relations are nof worth
the expense and endeavor which procduce them 1f the message
they convey 1s not racdiated in each market in the chain.

A customer may not always remember what she reads in the
papers, but does remember that Bob at the Food-D~Rama told
her a new way of cookilng pot roast. She will also remember

the last time she was treated rudely in a particular market
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ané, 1n all probaktllity, that was the last time she shopped
there.

This simple funcdamental approach to human relafions
1s conduclive to the development of a most effective public
relations program. Essentlal to thls human approach 1s

the realization that public relations begins at home., All

the particlipation in community affairs will go for naught fﬁﬁ
unless sounc relationships are established with employees.

A happy, well-adJjJusted working force will ensure customer E
satisfaction at point-of-sale. This aspect of public

relations combined wlth an Intellligent program to communicate E_f

worthwhile iInformation to the various publics, will assure
success 1n galning new food friends. 1In the final analyslis,
the chains must return to this emphasis on personal contacts.
While this technique 1s most effective, it 1s also least
expensive, for 1in fact, 1t costs not a penny to smile and

extend a warm, friendly greeting.
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