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This document summarizes the proceedings of a 2-day

labor productivity conference held in Georgia during the summer of
1971. Detailed records and discussions of all pxesentations given are
included as are conclusive findings of conference participants. Some
of the major findings agreed upon in terms of productivity and its
relationship to workers are that workers are more productive if they
are: (1) kept informed, (2) allowed to help set goals, (3) provided
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in effect, receive first priority in management's planning
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in their thinking, to the company and its needs. (Author/SN)




FILMED FROM BEST AVAILABLE COFPY

PROCEEDINGS OF CONFERE’\ICE
“ON .-

MAXIMIZING PRODUCTIVITY 'MPROVFMENT
I OF HOURLY WORKERS

ED 079500

~"June 13-16, 1971

[ QP

[

lndusmal Memugement Center
, Georgta lmtﬂuie of Technology . .
Aﬂanta, Georgm ' ‘ /
' Docember 197

R G e
. VT620573

K|

ERIC

Aruitoxt provided by Eic




ED 079507

US DEPARTMENT OF HEALTH
EDUCATION & WELFARE
NATIONAL INSTITUTE OoF

ECDUCATION

THIS COCUMENT Hal BEEN REPRO
OUCEO EXACTLY AS RECE!/FO FROM
THE PERSON OR ORGANIZATION Ox:T!N
ATING 1T POINTS OF VIEW OR OPINIONS
ST, TED DO NOT NECESSARILY REPRE
SENT OFFICIAL NATIONAL INSTTUTE OF
EOUCATION POSITION OR POLICY

PROCEEDINGS OF CONFERENCE
ON

MAXIMIZING PRODUCTIVITY IMPROVEMENT OF HOURLY WORKERS

Sponsored by

Industrial Management Center
Georgia Institute of Technology

and

Employee Relations Institute
7ollege of Business Administration
University of Georgia

Conducted by

Department of Continuing Education
Georgia Institute of Technology

June 15-16, 1971

Program Coordinator and Editor of Proceedings
John L. Fulmer, Professor B
College of Industrial Management

Industrial Management Center
Georgia Institute of Technology
Atlanta, Georgia 30332

December 1971




FOREWORD

The Conference held at Georgia Tech June 15-16, 1971, on "Maximizing
Productivity of Hourly Workers' is the third of this sort that we have
arranged in order to promote timely interchanges between business, edu-
cation, and government on important current problems concerning some human
problem. In fact the topic of this Conference is an outgr.owtn from the con-
clusions reached in the Conference September 15-16, 1969, on '"Career Guidance
and Promotion" in which there was limited discussion of the pvoblem of moti-
vating and making workers more productive.

The lack of any measurable gains in labor productivity during the last
two years coupled with 5-6 percent price inflation, gis2s some idea of the
significance of raising the level of labor productivity. The important con-
siderations are how to motivate workers, develop them into more capable
persons, gain their loyalty to the employer, and he p them solwve their per-
sonal problems. Motivation is a matter of involving workers and making them
feel important. Development of workers into more capable workers is con-
cerned with communications skills and training programs. Loyalty of workers
to the company ties to these ideas but also develops out of respect for the
company managers and appreciation for what the company is doing for the
worker. The troubled worker is one of the most important problems of all for
he can destroy all efforts of company management tX* make him a really
effective worker. Assistance to workers in solving marital, financizl, and a
variety of other problems is the way to relax the worker and relieve his
mental worries. Some of the assistance needed for the troubled worker can be
provided in companies, especially if it is of some size; however, specialized
counseling seivice will often have to be obtained outside the company.

During the Conference June 13-16, 1971, at Georgia Tech, there were over
30 speakers on the program who related their experiences in dealing with the
numerous conditions affecting worker productivity. Special problem situatiens
were preseuted during discussion which expert speakers elaborated on or
answered. This Proceediungs contains a detailed record of all presentations
and discussions. There has been prepared also for the busy executive an
abbreviation of the presentations, as well as a summary and conclusions
digest of the findings from the Conference. The reader can obtain an abbre-
viated answer to many of the specialized problems of workers from the
Surmary and Conclusions section at the beginning of the report. Those who
want the answers in great detail can find them by topic in the main body of
the report.

Special acknowledgements are extended to Dr. Ralph E. Balyeat, Director,
Employee Relations Institute, College of Business Administration, Uni-
versity of Georgia, for assistance in setting up the Conference Program and
also for using his staff to help transcribe the tapes which were made of all
the presentations and discussions during the Conference at Georgia Tech
June 15-16, 1971.
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CONFERENCE AGENDA
MAXIMIZING PRODUCTIVITY IMPROVEMENT OF HOURLY WORKERS

June 15-16, 1971

Sponsored by
Industrial Management Center, Georgia Institute of Technology
and

Employee Relations Institute, University of Georgia

Conducted by
Department of Continuing Education
Georgia Institute of Technology
Program Coordinator
Dr. John L. Fulmer, Professor

College of Industrial Management
Georgia Institute of Technology

Tuesday, June 15

8:-9:00 Registration, Lobby of Space Sciences Building #3

Presiding: Dr. Sherman F. Dallas, Dean
College of Industrial Management
Georgia Institute of Technology

9:00 Welcome: Dr. James E. Boyd, Acting President
Georgia Institute of Technology

Session 1 Moderator: Dr. Ralph E. Balyeat
Director
Employee Relations Institute
University of Georgia

Involvement in Company Goals

9:05-9:25 Orientation to Goals of Business




Dr. Kenneth Y. Schenkel

Senior Industrial Research Psychologist
Personnel Department

Lockheed-Georgia Company

9:25-9:45 Keeping Workers Informed

Mr. Ron Dervales

Manager of Personnel
Atlantic Steel Company

9:45-10:15 Profit Sharing and Supplementary Monetary
Benefits

Mr. Ralph Crutchfield

Director of Personnel Policies and Employee
Benefits, Southern Region

Sears Roebuck and Company

10:15-16:30 Break
10:30-10:50 Worker Motivation Techniques
Mr. L. D. Roberts, Supervisor
Education and Training
GM Assembly Plant, Doraville, Georgia
10:50-11:30 General Discussion

Special and Remedial Education for Workers With
Poor Communication Skills

11:30-11:50 Importance of Communication Skills

Mrs. Vivian Gurley
Director of Personnel
Regency Hyatt House Hotel

11:50-12-50 Lunch

Session 2 Moderator: Dr. R. Earl Green, Associate Dean
College of Industrial Management

12:50~1:10 Coping witl .Cultural Gap in Communication Skills
Mr. P. D. Davis

Director
Atlanta Business School
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Cooperative Adult Education

(a) Atlanta Public Schools Program

Mr. Joe Fuller
Coordinator Adult Basic Education
Atlanta and Fulton County Public Schools

Mead ¢« ‘pany Program

Mr. Robert E. Ervin

Training and Development Specialist

Mead Packaging Division of Mead Corporation
General Discussion

Break

Problem Counseling foi Workers

Open Door Policy in Personnel

Mr. Richard B. Keller
Director of Industrial Relations
Scripto, Inc.

Occupational Medicine Today and the Future
Dr. Roberc P. Cunningham
Medical Director
Southern Bell Telephone & Telegraph Company
Child Care Services
Mr. Joseph Gross
Atlanta Representative
Day-Care and Child Development Council
of America
Financial-Planning Counseling
Mr. Hugh Gordon
Manager, Personnel and Services Division
Lockheed-Georgia Company
4:15 Ad journment
Wednesday, June 16

Session 3 Moderator: Dr. John L. Fulmer, Professor
College of Industrial Management




9:00-9:20 Credit Union and Loan Programs
(a) Specific Company Programs

M», Norman Smith

Vice President and Manager

Rich's Employee's Credit Union
9:20-9:40 Credit Union Service for Companies

Mr. Den Maslia

Manager

Associated Credit Union
9:40-10:10 General Discuscion
10:10-10:25 Break

Assistance Provided by Community Agencies

Child Care and Family Counseling Center

Mrs. Mary Margaret Carr
Executive Director

Georgia Association of Pastoral Care

Dr. John Patton
Executive Director

Emory University Community Legal Service

Dr. William H. Traylor
Director

:20-11:40 Lawyer Reference Service
Mr. Marion A. Sams, Chairman
Lawyer Reference Service
Atlanta Bar Association
11:46-12:10 General Discussion

12:10-1:10 Lunch

Sessicn 4 Moderator: Dr. Glenn Gilman, Regents' Professor
College of Industrial Management

Integrated Programs for Worker Development

1:05-1:25 Assessment Center Approach of Southern Bell

1
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| Mr. E. D. Jelks
State Personnel Training Supervisor
Southern Bell Telephone & Telegraph Company

1:25-1:45 Migrant Labor Project of Coca-Cola Company:
: Model for Government-Business-Worker
Cooperation

Mr. Garth Hamby

Editorial Group Manager
Public Relations Department
The Coca-Cola Company

1:45-2:00 The West Point Pepperell Company Program

Mr. Charles Parham
Coordinator of Training
West Point Pepperell Company

2:00-2:20 "Member of Qur Family" Approach in Japanese
Industry

Mr. Nat Gilbert
Vice President and Treasurer
Matsushita Electric Corporation of America

2:20-2:35 Break

Program Reaction

J Presiding: Dr. Mack A. Moore, Associate Professor
College of Industrial Management

2:35-3:30 Reactions and Comments Relative to the Program
from following Conferees:

J Dr. Beverley Johnson
Director
Occupational Information Center for
Education-Industry

Mr. Robert F. Longenecker
Director

Consumer Services Program
Comptroller General's Office
State of Georgia

Mrs. Inez Tillison
Community Services Representative

I Social and Rehabilitation Service

U.S. Department of Health, Education and Welfare .




3:30-4:00

4:00-4:20

4:20

Mr. Walter C. Rucker
Director

Human Resources Development Institute
AFL-CIC

Solving Human Problems through Work Standards
in the Work Place

Mr. Arthur Fletcher
Assistance Secretary of Labor
U.S. Department of Labor
Washington, D.C.

General Discussion

Ad journment
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CONFERENCE SUMMARY

Conclusions

The concensus fro- this conference is that the productive worker is
kept informed, helps set c.mpany goal- - zve them, feels that he is
important to company success and shares in its profits, is in good physical
and mental he;Ith, is developed continuously as a person, and has access to
company counseling, and, if necessary, referral to solve personal, medical,
legal, and financial problems. The worker, in effect, receives first
priority in management's planning and company operations and reciprocating,
the worker gives first consideration in his thinking to the company and its
needs. The methods by which to generate thir interdependence in the relation-
ships between management and employees are given below in digest form from

the presentations of those on the program.

1. Worker involvement in company goals means a partnership between compary
employer and employee; each employee helps set goals and achieve them,
shares in company profits, participates in company activities and gains
company recognition; he is a part of the company human resources develop-
ment program and feels confidence in his future and that of the company.
Orientation to goals of business capitalizes on fact that humans draw

satisfaction from doirz and being a part of somethi-g.

Keeping workerc inrormed requires a down-t)-e.:.rth communications system
which includes orientation programs for new workers, house organ, news-

letter, word-of-msurh 'grapevine," departmental bulletin boards, and a




management information flow method on a continuous basis that is !
meaningful and keeps workers up-to-date on developments, company goals,

and plans for the future.

Profit sharing with workers, regarded as the key ingredient of success
at Sears, gives recognition to the dignity and individuality of employees,

and promotes better understanding between the employer and workers.

2. Special and remedial educition for workers with poor communication
skills requires that the nature and the size of the communication gap,
which is usually cultural, be determined; remedies developed which
involve verbal and non-verbal ways of getting information across; and
that supervisory personnel listen attentively and respectfully and act
with frankness and truthfulness. 1In order to succeed, this type of
training must make the worker feel wanted, a part of the system,
comfortable in it, and loyal to the company. As the communication gap
is narrowed, there results a progressive improvement in the worker's

productivity over time.

3. Problem solving for workers provided either directly or by outside
agencies helps the worker to remove his troubles, reduces the

distractions, and makes him a more efficient worker.

The "Open Door" policy employed by companies is designed to increase

the self-respect and confidence of the individual worker irrespective of
how insignificant his job is. This improves morale and gets the worker
involved in company goals. This helps him to feel that he is an im-

portant part of operations and that he always has recourse to higher
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levels of management to rectify a grievaiice or to gain just treatment.
As the worker gains in his feelings of importance and gets involved in

company goals, motivation rises and productivity increases.

Productivity is related to the health of the employee--without good
health, mental and physical, productivity declines. The occupational
medical program of companies varies between industries, depending upon
company size and the health problems peculiar to the industry. In
medical programs provided by companies, the variation is from a company
nurse to a large medical staff which gives varying degrees of medical

treatment followed by referral and counseling until the worker is back

on the job or reassigned to another job because of the sickness or injury.

Availability of women for work, absenteeism rate, and productivity are
functions of the accessibility of day care facilities for pre-school
children. This has led a number of major industrial enterprises to
provide day care services. These include a major public utility, a

major national bank, and a powerful trade union.

Financial-planning counseling established internally for workers may
be expected to result in fewer wage garnishments, improved employee

relations, fewer union grievances, and less EEOC discrimination charges.

A company credit union promotes thrift and savings for members and pro-

vides a low-cost loan fund. In order to establish and operate a company
credit union economically, the work force should be 300 or more. Where

a company is of insufficient size to establish a credit union, it may

engage the associated Credit Union of Atlanta to perform credit union



functions for the company's work force. In order to qualify for

affiliation with this type of credit union, the conditions, in addition
to size of work force, require that employers make applicatior for mem-
bership (without charge), agree to make payroll deductions for savings,

and then notify employees that credit union facilities are available.

A variety of services are available through community agencies for the
troutled worker. These are the Child Care and Child Counseling Center,
the Georgia Association of Pastoral Care, and legal aid either through

a community Legal Aid Service or the Lawyer Refereace Service.

The Child Care and Family Counseling Center helps workers recognize
what is troubling them and provides assist~nce on marital problems,
parents-children problems, counsel to help wockers adjust to work, and

counsel fc: unmarried parents.

The Georgia Association of Pastoral Care assists with cases involving
marital problems, drug addiction, alcohnlism, and persons with mental

problems.

Legal assistance may be obtained for workers by counselors in company
personnel offices in one of four ways. These are: (a) The community
Legal Aid Service if problem concerns criminal law and if the worker
qualifies for legal aid under tne size of income criteria; (b) the
Lawyer Reference Service which requirés a fee of $10 for 30 minutes
consultation with a lawyer expert; (c) the worker's own lawyer if a
working relationship exists; and (d) group legal service where this has
been assigned for the members of the group by an association or agency

representing them.
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Human problems which exist in the work-place because of discrimination
on the basis of sex, age, and race are being attacked through two basic
orocedures: first, througn applying legislative enactirents already
pissed by Congress. These require rules and regulations which are in
process of being formulated by the Assistant Secretary of Labor for
Employment Standards. The second method, and the newest program, is
called "Affirmative Action." This requires that employers under
government contract take positive action to eliminate under-utilization
of trained workers on the payroll. Those employees on the payroil who
are found to be under-employed relative to training must be 'Red-
Circled" in order to focus attention of management on its contractual

obligations toward such workers.

Four companies' representatives on the program presented summaries of
integrated programs to motivate and develop workers into more efficient

emp loyees.

Southern Bell employs an Assessment Center program, a method by which
potential managers among crafts workers are identified, tested,
evaluated, and moved into training and development programs leading to
positions of higher responsibility. The employee benefits from the
program in that he learns his weaknesses and strengths for which he can
plan a program of self-development. The company benefits from identi-

fication of outstanding crafts persons with managerial skills.

The migrant labor project of the Coca-Cola Company in the citrus groves

of Florida is designed to solve the personal problems of the company's




migrant, seasonal laborers, gaining for the company a more stable and
higher performing work force. The two-fo.3l approach employed by
Coca-Cola involves on the one hand management at the worker level,
living with them to learn how they think and what their goals are;

and on the other hand, gaining worker involvement in solving their own
problems through heavy representation of them on company committees

involved in planning for migrant laborers.

The West Point Pepperell program, designed to meet a productivity
crisis from foreign competition, employs an Advanced Analytical Method
of Training. This consists of an 8-step approach: (a) breakdown of
job types into component parts to relate to behavioral aspects of
workers, (b) matching job applicants with job specifications, (¢)
teaching job skills in logical sequence, (d) training center with
mock-ups and other training .'evices to teach skills, (e) trainee

participation in determining direction and content of training, (f)

planning trainee's work with his cooperation in order to build up

productivity progressively over time, (g) recruiting highly competent
employees to act as instructors, and (h) informing trainee of progress

in quantity and quality of output overtime.

The "Member of OQur Family" approach in Japanese industry means that the
employer-employee relationship is very close. The typical Japanese
worker will have only one employer during his life, and he spends most
of his waking hours at the company and it is regarded as his primary tie.
Each morning before reporting for work, employees gather in front of the

company for a company song, at which time a visitor may make a short
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talk or company management announce company goals and appeal to the
behavioral characteristics of workers. The same occurs in minature at
the close of work. Strong emphasis is placed on company goals at
every level of management, down to the workers, and all push hard

toward the goals, in a religious sort of way.



Summary of Discussions

Worker Involvement in Company Gozls

Orientation to Goals of Business. Herzberg and McGregor provide a
theoretical framework for understanding how to motivate workers. Herzberg
finds that motivation and satisfaction are two different dimensions of what
people experience in work. People draw their satisfactions from doing and
being a part of something. McGregor theorizes that employees enjoy work,
want full responsibility, and will make contributions if given a chance. A
recent book shows that motivation stems from participatior. In order to ob-
tain participation, it is necessary to internalize the things management
wants employees to believe about their goals and thé goals of the company.
Another aspect of employee motivation is Organization Development. While
programs, solutions, and style changes are intermediate goals, the ultimate
goal is the integration of both management and employee goals. This requires
the Augmented Staff meeting program, a means by which hourly employees are
involved with several layers of bosses together for problem solving and
product information. The Third Party, an outsider, in the Augmented
Committee meeting acts as a catalyst, causing things to happen, acting as a
resource, and answering questions. In order for the Augmented Staff
meeting to succeed,it is required that senior management endorse the
process to lower levels and re-assure middle management and others involved
that the innovative methods developed will not affect their positions.

Keeping Workers Informed. In the 1970's most thinking people say that
"People'" will be the big move for industry, for scciety, and for all. This
gets into employee relations and is concerned with keeping workers informed
and making them a part of what is happening in the work place. It is
generally agreed that an employee is importantly affected in his attitudes
toward his job, his work, and his company by how well he is informed.
Workers today have imaginative minds and this can be "stilled" only by pro-
viding information. Begin by telling them what they want to know and keep
it up~-dated. The company orientation program should include a plant tour,
an explanation of fringe benefits, training programs with tuition refund,
and what the company does to help workers get pay increases and gain pro-
motion. It is also necessary to tell him all about his job --the pros and
the cons, telling it just like it is. The worker should be informed what
the company expects of him and what he can expect of them. The house organ
which company management uses to keep workers informed can be used as a
means of building up the worker's pride in self, fellow workers, and his
company, by reporting athletic events, promotion of line workers as well as
managers, and all with pictures. This is also a means of building up the
worker's pride in the company product or service. The newsletter is
briefer and more frequent in appearance, covering only items of interest and
importance to all workers. The bulletin board, another source of information,
should be used only for the news items which are of interest to the depart-
ment, including also production records of the different shifts. Management
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must take the lead in communicating to its workers in meaningful terms on a
continuous basis and not wait until plant has been organized or until union
negotiations are about to begin. The basic problem is to get management to
see the importance of good communications to workers on a continuous basis.

Workers who are well-informed know: how to per form their jobs, their
compensation and fringe benefits, whom they work for, how well they are
doing in their jobs, what is expected of them as workers, how their job re-
lates to others, what the organization produces, what he contributes to it
personally, and how his contribution relates to what other workers contrib-
ute. And finally, the worker should know the company plans for the future,
including goals and objectives, and his opportunities as a worker for pro-
motion.

Profit Sharing and Supplementary Benei’ts. Profit sharing is the high-
light of Sears' employee benefits and this s c asidered one of the key in-}
gredients in the success of the company. T. the¢ modern way of deing
business, profit sharing is a means by whic™ prcgressive management recog-
nizes the dignity and individuality of workers ard it promotes a better
understanding between employer and employees. It is a reward for the em-
ployee's efforts, gives him a responsible interest in the company, and en-
courages the worker to save in order to provide for financial security and
retirement. Profit sharing for the nation was first initiated by Gallatin,
Secretary cf the Treasury to Presidents Jefferson and Madisorn. Today more
than 30,000 companies have some form of profit sharing and the trend of
company adoption of the plan is rising dramatically. The apparent reason
is that a 1960 study showed that profit sharing companies averaged signif-
icantly higher earnings performance than industry as a whole. The Sears'
profit sharing plan was started in 1916 by Julius Rosenwald,Sears President,
who felt strongly that employees deserve a portion of the profits they help
create and also to provide security for them wher. they can no longer work.
Sears contributes 11 per cent of profits before taxes to the fund, and
Sears' employees, in accomplishing the objective of thrift, deposit 5 per
cent of their earnings up to $750 vearlv to be matched in multi-contribution
units by Sears, depending on years of service. Eligibility to participate
is automatic after one full year's service as a Sears' employee. The third
objective of the program is to help the employee build up a fund for retire-
ment, and this is furthered by units of deposit which Sears allows for
years of service. Four groups of employees are recognized by Sears in the
matching procedure as follows: Workers with 1-5 years of service deposit 5
percent of earnings up to $750 and Sears makes one unit of contribution, in
terms of variable profits, for $1 by the employee. Workers with 5-10 years
service receive two units of contribution for $1 by the employee; workers
with 10-15 years service have three units of Sears' contribution for each
dollar deposited from earnings, and employees with 15 or more years of
service and at least 50 years of age receive four units of Sears' contribution
for each dollar deposited from earnings by the employee. 1In addition to
accumulation of funds in the stated ratios, employees as shareholders re-
ceive stock dividends and investment income on stock holdings. In addition
therc is a rather fantastic gain from appreciation in value of Sears' stock
over time.
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Sears, Roebuck and Company has tried supplementary monetary benefits
for hourly workers. such as prizes, incentive payments, premiums, etc., but
the results have been questionable. Sears has not been able to find any
significant improvement in sales output, etc. from the plan. The conclusion
on the part of Sears' management is that their employees have more important
motivating forces otherwise. This conclusion is confirmed by a recent
attitude survey which shows the following factors of satisfaction in order:
consistent leadership, recognition as individuals, informed on what is
happening in company, job security, financial rewards, growth and achieve-
ment, working conditions, and the opportunity to make a worthwhile contri-
bution.

Worker Motivation Techniques. The GM Doraville assembly plant employs
six procedures to motivate employees. First are the psychological techniques
which involve finding out what makes each worker tick based on the drives
for recognition, position, and security. Second are the recreational
programs sponsored by plant management to gain teamwork for the work environ-
ment. Third is the "Participant Benefit" to workers through involvement in
solving civic and community needs, and awards from the GM suggestion plan.
Fourth is the involvement of workers socially plus "Recognition Awards."
These include sponsorship of "Family Day'" for an afternoon o fun and fellow-
ship when workers and their families are given a sneak look at the new models
for cars and appliances and "Open House" held periodically for workers,
their families, and their friends for friendship and improved workplace
relationships; the Explorer Scout Program managed by hourly workers; and the
"Awards for Excellence" luncheon for those workers excelling in unselfish
service to the community. Fifth is the employees' self-improvement program
made available to all employees who wish to participate. This program
includes tuition refur for job-related courses and college degree-type
studies, courses sponsovred periodically for workers to prepare for the GED
High School Equivalency test, and sponsorship of several students at the
General Motors Institute in a 6-week cooperative work-study cycle. And
sixth is employee development through orientation programs, training, job
rotation, and counseling to enable workers to advance up the job ladder,
along either the supervisory or the management routes. In conclusion, while
the Doraville GM plant employs six major programs to gain worker motivation,

- success shows no clear-cut formula without experimcntation with methods to

a certain degree.

Special and Remedial Education for Workers with Poor Communication Skills

RIC

Importance of Communication Skills. Communication means interchange
of information and ideas with others, with special reference to the work
environment. In business it means the flow is both up and down. It also
includes non-verbal ways of getting information across including the ability
to listen attentively and respectfully, reflecting attitudes, facial
expressions, actions, and beliefs and convictions. Frankness and truthful-
ness in dealing with people are fundamental even when the news is bad or the
truth hurts. If news is evolving and rumor rises, "still" it by passing out
information on the status of developments. Absolute frankness is imperative
to gain a climate in which workers feel free to talk to superiors. The
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Regency Hyatt House Hotel management gains communication with its workers by
a variety of methods. The newly hired employee goes through an iadoctrina-
tion and orientation period in two phases--for "first on the job" and then
after 30 days. The "Buddy System" is employed to orient and couasel new
workers. Both the "Buddy" and the supervisor evaluate each new employee
after 50 days with the "Buddy" showing great pride in the new employee's
ratings. Monthly departmental meetings arranged by the supervisors are held
to enable employees to pass on suggestions for work improvement which is
reinforced by the '"Suggestion Box." Vacancies and tcaining schedules are
listed on the bulletin boards to enable workers to gain promotions. During
training, there is guidance to help workers achieve satisfactory performance
in training or to guide the worker into another program if failure seems
likely. Special classes also are conducted through the Atlanta Schools'
Adult Vocational training programs for language improvement or to impart

the English language to employees who are recent immigrants. For motivation,
an "Employee of the Monch" and of the year are selected and awards presented
at a banquet for all workers. A very unique method of communicating messages
to employees cn fringe benefits involves printing them in little matchstick
slogans on the napkins used in the employees' dining room where free meals
are served for all workers daily.

Coping with the Cultural Gap in Communication Skills. The Atlanta
Business School copes with the cultural gap of blacks, who are preparing to
work in the downtown culture, by a "Catch-all" orientation program to get
them to acknowledge the gap; point out strong differences in the cultures
and explain why they exist; explain advantages of the other culture (better
jobs, more money to spend, better housing, etc.); and then work on improving
communication skills. Better communication skills does not mean the complete
standard dialect but some of it. Teachers stress and use expressions that
develop a "passport language'"--to pass a test, .o get a better job, and to
hold a better job. The student, over time, accepts the need to develoo
better and more standard communication skills as a means to improve his lot
in every respect, which provides the motive to keep learr.ing. On the job,
the supervisor should employ the same methods but should avoid the attitude,
"We have given this guy a chance; why doesn't he appreciate it?," which
would widen the gap. 1In addition, find ways for them to mix and talk with

ther workers, asking questions and letting the "hair down." The culturally
deprived learn by listening and talking with other workers, and it is
especially helpful for them to have the cooperation of a senior worker who
can help them break into the informal learning circle. For improvement of
work performance, especially at first, it is important that supervisors
and foremen, patiently and with understanding. repeat orders and ask workers
to repeat or show that they understand.

Cooperative Adult Education: (a) Atlanta Public Schools Program.
Adult basic education instructors are paid as hourly workers. During the
last fiscal year they provided >,000 adults, 16 years or over, zero to 8th
grade, GED preparation through TV high schocl. Industry or business tells
its needs to the Atlanta public schools, Division of Adult Basic Education,
which determines needs and puts on a program of training to correct the
deficiencies. 1In order to go forward in removing the educational
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deficiencies of workers, it is necessary for industry and business to join
hands with education to improve worker's capacity, thereby improving the
quality of living of people locally and nationally.

Cooperative Adult Education: (b) Mead Packaging Program. Adult
Basic Education at Mead Packaging began in 1968 with one part-time instructor
and chen a second. Early success, which has contiried, is attributable to
support of Atlanta School Board and Mead Packaging Management who contri-
buted materials, facilities, and instructional help; and to the ability to
recruit a very dynamic, dedicated, and tzlented instructor who hac the
ability to relate both to top management and to the employees. In January
1969, Mead was awarded a 2-year MA-contract by the U.S. Department of Labor
for training 180 disadvantaged employees, of which the major part of
training included job related basic education. This led to hiring of a
full-time instructor which was further expanded in November 1969 when t.ae
Atlanta and State Boards of Education provided a complete Learning Center
with 15 study booths equipped with headsets, an instructors' Master Conusole,
and supporting electronics equipment. Industries in the area are permitted
to send employees to the program without cost to either employer or employee.
Individuals in the community may also take advantage of the facilities of
the Learning Center without cost.

The program consists of three phases. Phase 1 includes job related
ABE, for training the disadvantaged. Phase 2 involves instruction for
employees functioning below the 8th grade level and also permits sufficient
flexibility to accommodate learning objectives of individuals in the program.
Phase 3 is a GED program of training to pass the High School Equivalency
test. All ten in the program in 1970 passed the GED test initially. The
conclusion is that people learn by doing and from the consequences of their
actions, an attractive recruitment point for factory employees. Furthermore,
learning takes place in situations other than the "01d Classroom.' This
requires imagination, facilities and materials, and commitment on the part
of the instructor who is the key, if able to relate to the employees.

Problem Counseling for Workers

Comments on the Open Door Policy. Assume that the manage. in any
position announces an open door policy; anybody from the organization below
is welcome to visit him with their problems. This is done to encourage the
filtering effect of the information flow up and down in the management
hierarchy. But the problem is that any ranked position has the obligation
to report developments to higher levels of management, and some of this
information may reflect on the manager reporting. He may either ignore
the unfavorable facts or unconsciously color them. Thus, the overall
filtering process does not work so efficiently in the upward flow. Further-
more, what happens if the announced open door is a '"pretense' and is
obviated by barriers set by the executive secretary who controls appointments.
She may employ a couple of barriers very effectively. The first barrier is:
"What do you want to see him about?," which gets into personal confidences
and "turns the worker off.'" The other barrier is the delaying tactic:
"Well, he is pretty busy right now; could you ccme back tomorrow?', which
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sounds reasonable. But when he returns, the executive secretary says,
"Well, he is pretty busy again today. Could you come back next week?"
Thus she has effectively barred the worker from talking to his superiors
about a personal matter. She turns him away frustrated and perhaps in
cold anger. 1In effect, there is no "Open Door." Another side of the
problem ‘s that managers in higher levels who really listen to 'gripes"
may come .p with matters that concern the managers in between. If the
departme.t manager goes around these managers directly to solve workers'
problems, he has effectively eliminated them as managers. Thus there are
some really complicated p.oblems in having a real "Open Door'" policy.

Occupational Medicine Today and in the Future. Productivity 1s related
to the health of the employee. Without good health, mental and physical,
productivity is not likely to increase, but on the contrary fall. Occu-
paticr.al medicine, called industrial medicine in earlier years, is con-
cerned with three areas. These are, first, appraisal of the individual's
health, the maintenance, restoration, and improvement of the health of the
worker through preventive medicine. Second, emergency care on the job,
rehabilitation following illness or injury, and environmental medicine,
i.e., promotion of interaction between the worker and his job through the
principles of human behavior. And third, the economic and administrative
needs of both the worker and the community for medical services.

Occupational medical programs vary tremendcusly from industry to
industry depending upon company size and the health problems peculiar to
the industry. An average type occupational medical program would generally
include pre-employment medical evaluation which considers all of the
physical and emotional factors in the individual's make-up and background,
fitting him to the proper job from the physical and emotional standpoint.
This takes into account the worker's limitations in job placement.
Absenteeism from the job which has physical or emotional causes is referred
to the medical services office for a medical evaluation, followed by
counseling and referral if necessary to a private physician for aid and
attention on the job through the medical department. Any disease detected
in the early stages leads to treatment by the ccmpany medical office or
referral to a private physician or even to a hospital if serious. 1In
addition many companies sponsor mass employee screening evaluations, TB,
chest X-ray screenings, diabetes scrcening, etc.

In case of serious illness when the worker's type of job may be
affected, the occupational physician plays a key role in re-evaluation and
in efforts to re-locate the employee in another job. Supervision of long-
term illness is very important in saving "sick days' to the company. Other
types of medical assistance which the company medical facility may provide
include treatment cf drug abuse and alcoholism.

The health crisis in the United States today can only be solved
through collaboration hetwecen all health care systems working together.
An important role for occupational health is that it gives the employee
access to health care, [t not only helps in minor health probiems but
assures that workers are refcrred to the proper expert for a test or
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treatment. The work place is a national health care resourse for pre-
ventive medicine and for promoting it through annual health check-ups,
immunization programs, rehabilitation, mental health, weight control, anti-
smoking programs, etc. In the case of mental health, occupational medicine
is moving towards study of conditions in jobs which cause emotional stress
and breakdown, and how to get the person in the right job for prevention of
emotional breakdown from the strains of the job.

The Occupational Health and Safety Act of 1970 will apply to over 55
million workers and 50,000 enterprises. The U.S. Department of lLabor will
set the standards and have the responsibility for enforcing them. The
H.E.W. Department will have responsibility for research, for training, in-
vestigation of safety levels on toxic materials, and for determining safety
levels for operations in companies. This act has important implications
for the company medical facilit:, which will have responsibility fur carrying
out the provisions which apply specifically to companies.

Child Care Services. The economy employed over 33 million women
workers in 196/ and the trend to female employment is strongly upward.
About 10 million working mothers have children under 18 years of age, and
4 million have children under 6 years of age. These women employees need
jobs and the economy needs them as workers But child care is a serious
problem for many of them, affecting the absenteeism rate and efficicncy on
the job. A few can afford private nursemaids and some private nursery
schools, but the vast majority of working mothers with children under age
six faces serious difficulties in finding adequate, economical child care.
Consequently, women are increasingly demanding day care services, and they
are supported in this demand by the 'Women's Lib" movement. Congress is
on the threshold of action which has had a bill introduced with stroug
congressional support to provide initially 2 billion dollars yearly, and
this proposal because of its obvious need will remain on the Congressional
Agenda until some action is obtained.

From the point of view of management, accessible child care services
in the community is of such issue to their women workers and the community
that consideration must be given those needs in terms of long term company
planning. Female workers with pre-school children especially become
better adjusted, more efficient workers when accessible child care services
are available in the community, and company support for such centers is
becoming increasingly important not only for getting child care centers but
also in gaining continued support for their effective operation. The steps
available to management to focus efforts in behalf of child care facilities
are as tollows: first, Title 4A of the Social Security Act, which provides
open-ended Federal-local funding of social services with focus on day care,
is in jeopardy and needs support. Second, the proposed legislation, with
strong congressional backing, which would provide 2 billion dollars the
first year and 4 billion the second, would greatly expand child care facil-
ities. 1In order to become enacted, this proposal neeus srong public en-
dorsement. And third, business and industrial leaders have always demon-
strated genius, imagination, and initiative in vtilizing the resources of
industry to obtain the facilities required for industrial growth and
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prosperity. This suggests direct financial support on a limited basis for
establishment of day care facilities. Title 4A of the Social Security Act
provides 75 percent of the outlay on such facilities where employers con-
tribute the first 25 percent initially.

Corporations, both large and small, are getting involved directly in
establishing day care facilities. Two divisions of the DLell System provide
day care directly for its female workers and there is consideration for
expanding it to the entire system. In Cambridge, Massachusetts, an in-
dustrial employer has gone the entire route in setting up such facilities.
In Bsltimore, Maryland, a la:'ge labor union has joined resources with an
emrloyer to set up needed dar care services. The issue of child care
services for pre-school children is clearly on the agenda of top management
in business and industry nationwide.

Financial-Planning Counseling. The financial counseling established by
the Lockheed-Georgia Company in 1968 has paid off in fewer wage attachments,
reduced costs, improved employee relations, fewer union grievances, and
fewer EEOC discrimination cnarges. Every employer in one way or another
must be prepared to handle garnishments as they create a heavy admini-
strative burden. The root causes of the garnishment problem is the tendency
of some employees to over-burden themselves financially coupled with
failure to seek help to get out of the financial mess. To meet this problem
Lockheed empioyed in 1968 a staff man full-time to act as financial-
planning counselor, a black lawyer, who is responsible for all legal problems
relevant to garnishments, tax levies, and 'Chapter XIII's." 1In the 3 years
since 1968 garnishments at the Lockheed-Georgia Company have been reduced by
one-tnird with release on 50 percent of the remainder. As a result, lost
time, disciplines, and terminations related to garnishments have been
sij,=Zficantly reduced. The general procedure employed is that the counselor
studies credit letters and garnishments to identify employees with a pattern
of financial trouble. The counseior then contacts them in order to try to
guide the employee to reach an agreement with the creditor in one of several
ways: (a) a new weekly payment schedule, (b) extension of time for liquida-
tion of debt, (c) preparation of budgeting schedule, (d) referral to the
consumer credit counseling service in Atlanta, and (e) under certain cir-
cumstances referral to attorney for bankruptcy. The main idea is to take a
legal and procedural process and humanize it, thereby affecting, in many
cases, the lives of people for the better.

Credit Union and Loan Programs: (a) Company Credit Union Program.
The common bond binding company employees into a company credit union is to
promote thrift and savings of members and to provide a source of low cost
loan funds. Interest rates on loans to members are generally substantially
lower than interest charges from most lending institutions. Rich's Credit
Union is 33 years old but the movement in the United States pre-dates that
by a good margin ==~ and i: was motivated chiefly by usurious interest rates.
Rich's Credit Union has 4,627 members with assets of $4.2 million. The
State of Georgia has 424 different credit unions, a membership of 367,578
members, and total assets of $272.8 million. For the United States, there
are 23,875 credit unions, membership of 22,800,000, and total assets of
$170.5 billion.




Credit unions everywhere govern themselves. There is a supervisory
committee which helps govern the credit union. Rich's Credit Union governs
itself through elected directors who appoint the officers. Its Credit Com-
mittee consists of five Rich's employees and members of the credit union.
There is an investment committee which invests money left over from loans
o members. The credit union has a paid manager and clerical staff. All
of Rich's employees &re eligible for membership after 3 months employment,
The highly successful credit union at Rich's was developed and has grown
through the active interest, promotion, and financial assistance of Rich's
management, which provides office space, utilities, and excuses board
members and committee members to meet when necessary to transact business.
Payroll deductions are made for savings and also to meet loan obligations of
members. Rich's credit union makes any loan which is for a worthwhile
purpose -=and for a variety of emergencies. Also, loans are made for debt
consolidation when considered wise. The conclusion from Rich's experieuce
with credit unions is that it is an excellent method by which employees
ccmbine to save and also to borrow at a cheap rate.

Credit Uniuns and loan Programs: (b) Credit Union Service for
Companies. An Associate Credit Union is able to extend the advantages of
a company-based credit union to employer-sizes which are unable to manage
a credit union. A company type credit union requires an employment level of
300 or more employees, but the Associated Credit Union of Atlanta, organized
in 1956, is able to extend the privileges of a credit union to employer-
sizes, varying from 25 to 200 employees or even up to 300 employees. It is
located downtown Atlanta and has a membership of 90 companies, representing
3,300 members with assets of $1,600,000. Conditions for company affiliation
other than company size are: Company applies for membership (which kas no
charge) and agrees to payroll savings plan, and notifies company employees
that credit union facilities are available. Accumulated savings plus
dividends are reported to each employee twice yearly. The technique of
clearing a credit union loan for an employee consists of employee application
for loan at Credit Union office in downtown Atlanta either in person or by
telephone. Credit union staff checks out credit worthiness of applicant
through company designatcd staff person, employee signs note and gets check
for face value of loan which may be consummated either by mail or in person,
and company begins payroll deductions for retirement of employee's loan.
Types of loans, interest charges, and conditions governing loan are com-
petitive with company-based credit unions.

Assistance Provided by Community Agencies

Child Care and Family Counseling Center. The Child Care and Family
Counseling Center is designed to counsel individuals on personal and family

problems. Three percent of referrals originate at the management

level, and the remainder from a variety of sources including former
counselees. Detection of humans with a problem is highly significant if

the work of the Center is to be of maximum value. The first institution
detecting family problems is the school, from behavior of pupils, and the
place of work is the second institution. Some of the signs of family

trouble are frequent absencies from work, irresponsibility at work, inability
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to concentrate or perform work as well as previously, calls from creditors,
ill-health, mood swings, flare-ups with fellow employees or the supervisor,
and rise in the accident rate. Some of the actions on the part of em-
ployers when they observe employee problems are: Seek help from Counseling
Center, send to pastor, seek medical assistance, and refer to company
company counseling center if one exists. The Atlanta Center 1is expanding
locations and changing hours to be more accessible to employees. Of
special interest is the Tuesday night program, called "Project Awave,"
where parents come for a dialogue concerning problems of their teen-age
children. The Child Services part of the Center relate to services to
unmarried parents, and the family counseling services consist of direct
help to people individually, on a family basis, and on a group counseling
basis, for marital problems, parents' problems with children, and employee
counseling tn adjust to work.

It is important that company management encourage ecmployees to seek
help at Center rather than condemning or attaching a stigma to it which
causes furtiveness on part of workers, adding to the burden of their
problems. In some companies, like Lockheed, the Center maintains an in-
plant service with one staff member on duty once a week in the morning. The
Center works closely with personnel services and the medical division of the
company .

—y So— o W a— —

Georgia Association for Pastoral Care. Headquarters for the Association
is the Central Presbyterian Church, located downtown opposite the Capitol.
This is an organization which seeks to bring together the seminaries of the
community in order to provide two broad types of service: (a) offer some
pastoral service, some caring service, some mental health opportunities for
growth to people who are in various conditions of need; and (b) make the
minister a better resource for helping the members of the community and the
- church. Cases involving marital problems, drug-addicts, alcoholism, and -
plain mental disturbances constitute the bulk of the counseling. Highly
complex cases are referred to the specialized community agencies. The
example of ministers --visiting troubled people in their homes, which
breaks down barriers quickly, relaxes the person, and leads to quicker
communication-- is being imitated by the Specialized Community Agencies,
a desirable trend.

Emory University Comnunity Legal Service. In most places in the State

of Georgia, there are almost no legal aid services available, at least not
- in the civil cases. But consolidation of Emory University Community Legal
Service and the Atlanta Legal Aid Society July 1, 1971, will tend to broaden
the services available in the Atlanta area. The United States Supreme
Court has ruled that anyone charged with a major criminal act must have
legal representatiou. 1n DeKalb and Fulton counties attempts are made to
meet this requirement. The Public Defender for Fulton County is greatly
overburdened with a large number of cases. Company employees involved in
a criminal case without funds should try for the Public Defender== but it
is preferable that a person have his own lawyer if he can afford it--
going through the Atlanta Lawyer's Reference Service if there is not a
personal, working relationship with a lawyer. The Public Defender, however,
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does not have the time and resources to give the type of representation which
can be given by a lawyer in private practice. Atlanta's Legal Aid Service
employs the following criteria for accepting a case: Single persons with
$200 or less monthly income plus $35 per month for each additional depend-

ent. This means the bulk of hourly wage earners do not quality for lLegal
Aid.

Employees who have legal residence outside the Atlanta Area may be
served by the Georgia Indigent Legal Service. A call to its downtown office
will determine if it extends service to a particular community.

Lawyer Reference Service. Middle class wage earners, in a mobile,
rapidly changing urban society, have a growing need for legal assistance.
Moreover, from the point of view of the employer, workers troubled by legal
problems are much less efficient. The Atlanta Lawyers' Reference Service
is helping greatly to meet this need. The objectives of the Lawyer
Reference Service are to make lawyers' services more readily available and
to assist those who need to employ a lawyer, to find a competent lawyer
willing to help ghem either on a contingent fee basis or by other arrange-
ments. Operated ider the local Bar Association, in this case the Atlanta
Bar Association, a yerson inquiring through the Reference Service is
charged a fee of $10, which goes to defray operating expenses of the
Reference Service. This entitles the person to 30 minutes legal con-
sultation with a lawyer, who is a member of the LRS panel. After the 30
minute interview, the individual may either employ the lazwyer or seek help
elsewhere. A second type of legal service available to middle-class wage
earners is '"group legal service." Under this plan, legal services are
rendered to the individual members of a group by a lawyer provided by the
group organization or by some agency acting in behalf o< the members of the
group. Both the Lawyer Reference Service and group lagal services are
methods by which the corporation can meet the growing legal needs of its
middle-class wage earners, providing for their general welfare in legal
matters and at same time enhancing worker productivity.

Integrated Programs for Worker Development

The Assessment Center Approach of Southern Bell. The Personnel Assess-
nent Center Program at Southern Bell is a process by which managerial skills
in technically competent craft persons are identified. Each person nominated
by supervisors for the Center is observed and measured under comparable
conditions by a staff of six from the supervisory group. Tests are samples
of the tasks the candidate would be called upon to perform in a management
job. The techniques by which potential managers among craft persons with
the various management skills are identified involve four types of ana-
lytical tests: (a) an in depth interview; (b) paper and pencil type tests;
{c) group performance tests; and (d) individual work situations. After
this 4-step assessment process, each candidate is placed in a typical
management work situation to enable the staff of test supervisors to observe
how the candidate handles administrative situations. Following this, each
candidate is evaluated by the staff members and rated on each management
variable. A composite decision is reached on each person's overall
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potential for management. After the evaluations, each staff member writes
an explanation for his rating as if he were talking to his supervisor

about each candidate citing weaknesses and strengths. A final phase of

the evaluations consists of a listing of each candidate's assets and
liabilities to be used by the director in a feedback. This is quite worth-
while to the candidate; for if weaknesses are noted, he may pursue self-
development training and later become a candidate again in the Assessment
Center. And the company benefits greatly from identification of outstanding
craft people who have managerial skills or the potentialities for their
development.

Migrant Labor Project of the Coca-Cold Company: Model for Government-
Business-Worker Cooperation. The migrant labor problem of 1,000 workers
(4,000 on a seasonal basis) on 30,000 acres of citrus groves in Florida
led th2 Coca-Cola Company to develop programs to alleviate the problems of
its seasonal, low-income, poorly educated farm workers. Study indicated
that their problems were housing, worker compensation, health, education,
social services, and employment opportunities. Management discovered
what their workers really wanted (for themselves and their children) by
actua.ly living and working with them. Workers were involved in developing
a program through a Committee of harvesting workers. Homes were provided
for workers to own through FHA 235 funds. The substandard dormitory
housing for single workers was torn down and rebuilt at a cost of $125,000.
Compensation for the year-around groves' people was increased about 20 per-
cent, and they were re-classified to regular workers in order to qualify -
them for company benefits. Coca-Cola is adding fruits to extend the harvest
season in the area to at least 11 months in order to reduce worker turnover
and uncertainties in performance of the work force. The Base Salary method
was developed for the seasonal type harvest laborers in which they get a
salary for a set number of days and become eligible for regular company
benefits. In order to help the 700-800 workers still on a piece rate pay
basis meet income problems in transition between jobs, {oca-Cola matches
the worker's contribution to the savings fund to enlarge his resources while
moving between jobs. This class of seasonal workers has also been made
eligible for the year round health program and $1,000 of 1ife insurance.

The Wzs5i Point Pepperell (ompany Program. During the last four years
the textile industry has experienced a vrise of 1.3 percent in price relative
to 13 percent rise in the Wholesale Price Index. Compared to the one
percent rise in price of textiles, wages of textile wcrkers have gone up
40 percent. This distorted rclationship combined with foreign competition
has caused a productivity crisis in the textile induscry. The West Point
Pepperell Company is meeting the productivity improvemgnt problem through
its Advanced Analytical Method of Training. This constitutes an 8-step
approach. Tirst, training operation analysis in which each job-type is
broken down into component parts in order to relate each aspect to its
behavioral aspects. Second, plan selection which establishes personnel
specifications for each job, detailing the physical, mental, and psycho-
logical requirements of the job. This enables the Personnel Department to
match job applicants with the specifications. Third, systematic skills
development with designed exercises. One skill is taught at a time and in
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a logical learning sequence. Fourth, establishment of a Training Center
which is equipped with mock-ups and other traininag devices to teach
employees to perform functions for which hired. Fifth, trainee partici-
pation which enables the trainee to determine the direction and content of
his training. Instruction is provided by hourly workers who teach the
skills they perform. Sixth, a planned program where the trainee's work is
planned with cooperation and participation to include frequent changes in
activity initially, building up to sustained productivity that rises
progressively throughout the course. Seventh, trained instructors: These
are highly competent houriy employees who are recruited to instruct the
jobs they perform. Eighth, measurement of progress of trainees through
records of exercise time, quality levels, output records, and other relevant
information; and the trainee is informed of his progress. The objective
of this training is to produce goods of highest quality at the lowest
attainable manufacturing costs.

"Member of Our Family' Approach in Japanese Industry. 1In Japan, it is
a time-honored axium: "never bite the hand that feeds you." The "We"
syndrome subordinates the goals of the individual in favor of the goals of
the group. While labor unions, which received a start under General
Douglas MacArthur, have some status in Japan, consistent with the "We"
syndrome, management belongs to the managers and Japanese labor knows its
place. The Japanese worker will probably spend all of his working years
with one employer, the result of a style of life that goes back perhaps
thousands of years. His family is dear to him, but the over-riding factor
in the life of the Japanese man is his business family. He likes to
spend his off-work hours either on company premises or in some nearby
teahouse or nightclub for companionship and conversation. His loyalty is
where he spends his waking hours and the company is regarded as his primary
tie. The company exploits this intense, traditional loyalty by channeling
it to company interests. The Matsushita Electric Industrial Company, Ltd.,
for illustration, channels the Japanese worker's intense interest toward
company objectives by dissemination of the company philosophy and by
exploiting several points of human behavior. Each morning all workers are
first assembled in front of the factory entrance for the singing of the
company song and announcement of basic objectives. The same occurs in
abbreviated fashion at close of work. Twice a year a company meeting is
held at which company objectives for the next six months are announced.
All levels of managers translate these objectives into specifics dealing
with the manager's operation, and through a series of meetings involving
subordinates, translates company objectives into personal objectives. The
announced company goals are not taken lightly by employees. They are
regarded as vows whichk are religiously kept.

Program Reaction

This conference has concentrated on the motivators for workers--thLe
things which move them to do a better job and to realize their potentialities
through the work itself. The objective is to make people happy on the job
and where needed remove those conditions which tiouble or upset them with
the expectation that the production rate will rise. Major emphasis has
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been put on problem solving for workers in order to remove disturbances
from the work place. This means greater responsibility for the personnel
department with delegation of the authority to move directly to solve
problems of workers or by obtaining outside counseling. The lowliest, most
unskilled, illiterate of workers deserve equal attention in human dignity
to the corporate vice president, which is a tremendously important step
forward in thinking about those who work for us.

The philosophy of management today is developirng to the point where
they realize that quality control is based on human control. We motivate
and gain the loyalty of workers when we recognize them as individuals and
treat them as humans. The key word is "Participation Involvement.'" When
the worker feels that he is helping to make company goals, he tends to
follow through in his job to achieve these goals.

The point has been made loud and clear in this Conference that manage-
ment is interested in its workers as individuals, realizing thac this is the
most important aspect of gaining high productivity. The basis issue is
treating workers as a part of the firm, recognizing that they are humans and
not numbers.

An important omission from the Conference Program was the point of view
of the worker. Some workers have learned how to maximize productivity and
their view would be helpful. Those who act as "Buddy" to a ghetto worker
have gained insights in how to understand and motivate persons of another
culture that would be valuable for us to know. First-line foremen have a
viewpoint on how to improve the production line and how to meet production
quotas which we would find unique and valuable fcr our understanding.

Solving Human Problems Through Work Standards in the Work Place

While Congress legislates the remedies, application of the legal re-
quirements and the results obtained depend on employers in the work place.
The legislative route to removal of discrimination requires standards for
performance - rules and guidelines - which are difficult and time consuming
to set up. The Office of the Assistant Secretary of Labor for Employment
Standards is evolving the standards required by legislative enactments
already on the books. In the case of Wage Garnishment, Congress has
legislated that a loan company cannot garnish a person the first time
nor take more than a very limited percentage of the employee's paycheck.
Provisions of the Equal Pay Act also are the responsibility of the’ Employ-
ment Standards Division of the U.S. Department of Labor.

The newest program of the Employment Standards Division is called
"Affirmative Action'" which means companies must take positive action to
eliminate under-utilization of trained workers on company payroll, and it
is aimed especially at women and ninorities. Order Number 4 identifies the
problem, establishes goals and ti- tables for performance. Executive Order
11246 pertains to contractors on r “ernment projects and specifies that
"Fair Employment Practices' be appl.=d to all employees in order to
eliminate sex, age, and racial discrimination. This requires that government

LRI

PAFullToxt Provided by ERIC




contractors actively promote equal employment opportunities for all workers
on payroll. Workers found under-utilized relative tc training are to be

"Red-Circled" by the employer in order to focus attention of management on
its contractual obligations relative to such workers, usually women and
minorities.
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INTRODUCTION

Sherman }. Dallas
Dean, College of Industria. Management
Georgia Institute of Technology

I am Sherman Dallas, Dean of College of Industrial Management. It's
good to see you all here this morning. This is the third conference that
we have conducted in the area of Human Resources Development, and our
subject for the second and third conference was each suggested by the
previous conferences which suggested something is going and something is
happening. The particular need I suppose for today is to tackle the
kind of subject we have, "Maximizing the Productivity Improvement of
Hourly Workers,' because the United States has problems in this area of
management. I checked out the industries of some of you who are here
today. And some of you have real problems competing with people of
other countries, and certainly some part of the answer i: the matter
of how to improve or increase the productivity of our labor force.

This morning it is a pleasure for me to introduce the president of
Georgia Tech who will bring you "Welcome® from the Institution. Dr. James
Boyd has been acting presideut cf Georgia Tech since May of 1971. e
was appointed at that time by Chancellor Simpson of the University £
of Georgia. Dr. Boyd is also wearing two hats in that he is also th
Chancellor of the University System of Georgia Board of Regents for
Curriculum Development and Academic Planning. Prior to his appointment to
the Board of Regents in April 1971, Dr. Boyd served as president of West
Georgia College for 10 years. During this 1C years he developed an
institution which grew not only in numbers and size but also grew tremen-
dously in quality, and it is today one of the firest institutions in the
University System of Georgia. Dr. Boyd is not a stranger to the Georgia
Tech Campus. Prior to his acceptance of the presidency of West Georgia
College, he was Director of the Georgia Tech Engineering Experiment
Station, a very sizable job in itself on the Tech Campus. It is a pleasure
for us to have Dr. Boyd back and I am pleased that he could spare me his
valuable time to extend a word of welcome to you on behalf of Georgia Tech.
I give you President Boyd.
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Welcome
by
James E. Boyd, Acting President
Georgia Institute of Technology

Thank you very much Dr. Dal'as. Ladies and gentlemen, it is certainly
a pleasure to meet with you briefly and to welcome you to the Georgia Tech
Campus. I certainly hope that you are going to find your visit here most
productive and at the same time pleasant.

I am pleased by the title which you have chosen, "Maximizing Produc-
tivity Improvement of Hourly Workers." For a long time I have wondered
about something somewhat parallel, how we might rate institutions of
higher learning! Do we rate them purely in the absolute magnitude of the
quality of the individuals they turn out, or in the quality of those indi-
viduals as compared to their quality when they entered the institution?
Does the institution, say, maximize the intellectual capabilities of the
students; that is, to what extent do the intellectual capabilities of
those who go through the institution improve? Perhaps, this would be a
good measure! Any institution which starts with experts will turn out
experts. But if you start with raw material and turn out experts, you
are doing a much better job!

1 have been closely involved for almost 40 years in scientific and
technological work in Georgia. I am, therefore, most pleased that Georgia
Tech has been selected as the host institution for such a broad cross
section of experts as I see represented here, in this very significant and
important problem, improvement of productivity of workers in business and
industry. As you may know, labor productivity per man hour was practically
at a standstill during 1970, and over the last several years productivity
performance of workers in industry has left much to be desired. We need
to raise output per man hour among workers in order to accomplish two
important goals of national economic policy. First, it is necessary in
order to raise the level of per capita income and the national standard
of living. Second, raising the productivity level of our working popu-
lation would accomplish much in the control of inflation, a serious
problem to national advance and progress during the last Zfour or more
years.

The subject areas and topics for the participants which are disclosed
by the two-day Agenda attack the problem of worker productivity in several
significant areas, some pathbreaking. I am greatly impressed not only by
the apparent expertness of the speakers but also by the broad background
which they represent. All these points of view promise to make significant
contributions to the problems of motivating, training, counseling, and
problem solving for workers. It seems that as company managements show
greater interest in the human resources development of their workers and
help them in personal problem solving, it is natural to believe that
workers' interests will be oriented increasingly toward those of the
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employer. They will become more loyal workers, better oriented to taking
care of company property, and more assiduous on the job in quality of
performance. The line of thinking we pursue in this suggests that all
will gain from an "Improve Your Fellowman' approach.

It seems to me as a college administrator that a progcam which brings
businessmen and industrialists together, as has been arranged here for
this Conference, in a sort of forum to interchange ideas on specified
difficulties, problems, or concerns is a valuable new learning method in
the solution of common problems. I would like to see more interchanges
between college educators and businessmen on the problems of our state,
of our society. I believe we have begun here today a pathbreaking experi-
ment in problem solving that is relevant. And I feel sure we will enlarge
such experiences in the future.

I welcome all of you to the Georgia Tech campus and our facilities
are extended to make your search for truth here a valuable experience.
From a scientific and technical viewpoint, Georgia Tech has on its
Engineering and Science Faculties and on the staff of the Engineeriag
Experiment Station capacities for research and investigation that are
without peer in the South and hard to match anywhere, 1 invite you to
investigate the problem solving capabilities in Research and Development
which we have among the hundreds of scientists and engineers.

—es wmas o MR B N e
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What I want to say in conclusion is that I am most pleased that you
are with us for this 2-day Conference. I invite each of you to return at
your earliest convenience for consultation and possible use of the exper-
tize which we have at Georgia Tech.
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WORKER INVOLVEMENT IN COMPANY GOALS

Orientation to Goals of Business
by
Kenneth F. Schenkel
Senior Industrial Research Psychologist
Personnel Department
Lockheed-Georgia Company

Let me begin by giving you an overview of my talk. First, I would like
to comment on some motivational findings. Second, I would like to talk about
organizational development--that is, the means whereby I am propesing the

adoption of goals by hourly employees. Then, I would like to close with some
mention o? hard-core unemployed training.

First, in discussing the motivational findings, I should mention the name
of Frederiux Herzberg. Dr. Herzberg, of Case~Western Reserve, has conducted
considerable research with results that are different from those usually re-
ported on this subject. Specifically, he says that motivation and satisfaction
do not necessarily rise and fall together. That is, motivation and satisfaction
are two different dimensions of work. He further says that we don't motivate
people to do something; rather motivation and interest stem from the doing.
Employees draw these motivations from achieving, and from being a part of some-
thing important and useful. Satisfaction is another dimension. Along it,
people are satisfied or unhappy.

The second name I'd like to mention is Douglas McGregor. Dr. McGregor
until his death was at M.I.T. McGregor wrote that most businessmen believe
in either Theory X or Theory Y. Theory X holds that hourly employees, the
workers we here are all concerned with, are basically lazy, unmotivated, and
do not want responsibility. There is a miracle connected with this theory--
for the manager who subscribes to Theory X, lo and behold, his workers are
lazy, unmotivated and do not want responsibility. Theory Y, on the other hand
states that employees enjoy work, they do want responsibility, and they can
and will make contributions, given the opportunity.

In a book of two or three years ago, "Management by Participation,” by
Morrow, Bowers, and Seashore, another aspect of metivation was emphasized--
motivation stemming from participation. That book centers its attention on
the results of the purchase of one company by another company--together, they
control most of the pajama manufacturing in the world. When Harwood bought
Weldon, they found they were not getting what they thought they would. It
was really in foul shape. So, operating under Theory Y involving participa-
tion, they moved Weldon from consuming 15 percent of its capital assets each
year to earning a plus 17 percent; and from only 89 percent production ef-
ficiency to 114 percent efficiency.




These citations just “ouch on motivation theory. They provide a back-
ground of what I want to say to you now.

First, before I get to the proposed mechanism for motivation, let me
say that I believe it is necessary to have employees internalize the things that
you want them to feel about their goals ard the goals of the company. Let
me illustrate that! T read, rather recently, about a company which was very
disappointed, and I gathered from the tone, rather piqued, because the em-
ployees were not following ihe safety regulations of the company. The rules
were well written and published. Bright posters were put up. But employees
just would not follow the directions. I have an explanation but it is neces-
sarily a little complicated. They simply had no real opportunity to inter-
nalize them. Let's look at how that may be accomplished. Could they read
them? Surely they could! But, that's not enough.

I would like to speak about what is now called Organization Development
and a specific instance of this, an augmented staff meeting program. The
objectives of this kind of activity are problem solutions and management
style changes, which are intermediate goals. The more ultimate objective
is the integration of management and employea goals. A simple defiunition
of Organization Development (OD) holds that it is the internalization of
groups to develop solutions to their problems by the addition of a third
party as catalyst. I will get to that part later. The augmented staff
meeting program is a means of involving employees in order to increase their
motivation. The six week's experiment which my company ran produced many
illustrations of benefits for the employees and the company. For example,
in one case the employees had the problem of unavailable project tools. They
arranged procedures to have them available for all when needed. A cost saving
item was the establishment of a Log that saved frem two to eight hours per
week search time on shop orders which were improperly documented. In another
instance, large presses were badly in need of maintenance; the employees ar-
ranged for this service. There was a fastener shortage in our department
which fastened aircraft "skins" together. The employees build a locked-box
which saved thirty hours per week search time. The estimated savings for
eight out of 40 such changes, on manpower alone, was about $500 per week for
each of the 12 groups. This resulted in savings of a little under $36,000
for the six weeks.

The strategy of the augmented staff meeting program is to provide periodic
opportunities for employees to meet, to define operational problems, to plan
solutions and to set goals with the supervisor remaining the key figure. Im-
age that! They set their own goals! But they did it, and within the limits
of company goals.

Both the first-line supervisors and the hourly employees are involved.
Attending these meetings are the hourly employees, their supervisor, repre-
sentatives of support groups which are needed to help get the work out and
a "Third Party." The frequency of ‘he meetings is once a week, each lasting about
45 minutes. These can be tacked onto the so-called weekly staff or crew
reetings which are held for general updating. Coordination is by means of
a multi~level meeting where several layers of bosses get together for problem
resolution and for progress information.
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The Third Party enters these meetings for the first few weeks. He can
disappear from the scene after a meeting pattern is established. The third
party acts as a catalyst, causing something to happen when he is there, and
acting as a resource in answering their questions. He also has some liaison
and monitoring functions. “he proposed cycle for beginning this would be

about eight weeks per grovp. The third party can handle two such groups at
a time.

Essential to success of the augmented staff meetings are two actionms.
First, the endorsement by senior management through communicating to lower
levels their beliefs that this is the initiation of a long~term, significant
process. Second, senior management must reassure middle management that in
setting new standards, in finding new ways to operate, and in sharing in-

fluence, they are not setting the stage for punitive action against them-~
selves.

Finally, it is noteworthy that our "hard-core" trainees responded to
0.D. similarly to the way the experimental groups did. Similar sessions
in our hard-core training program were held twice a week. The purpose was
to permit the trainees to modify their personal value system. It was deemed
to be highly successful.

MODERATOR: Our conferees just heard one thought which is extremely
important, namely, that we do not motivate workers nor can we motivate workers.
We can simply provide an opporcunity whereby workers can motivatz themselves
and we do this by providing certain of nis needs while, at the same time,
achieve the objectives of the organization. This is the crucial difference
between truly motivating workers, and what has sometimes been designed or
call:d the happiness approach. If one would read the literature today, you'd
think the prime objective is to keep them happy while achieving the actual
objectives of the organization. I hope you realize that this is very easy

for me to stand up and say; it is not so easy to do in a practical work sit-
uation.

3 o e— ——e L - “ - Dl ™

-




|

Keeping Workers Informed
by
Ron Dervales
Manager of Personnel
Aczlantic Steel Company

When it comes to conferences, I am usually known as one of the "at-
tenders." 1 am always attending these sessions with the hope of being
able to use someone else's ideas, hoping that I will gain one or two
ideas that I can put into opera.ion .rmediately and 50 or 60 others that
I can store in the back of my head for use at a later date. You can get
a lot of advice from one of these sessions, but -hat you can use is up to
you.

During the 1940's, all ... emphasis was placed on mass production.
During the 50's, sales and marketing came into dominance and in the late
60's, fina.ace seemed to be the big word. Well, ladies and gentlemen,
"people'" is the big word for the 1970's. I have just ret-rned from a
national personnel cunference that I attended in Dallas last week and
they had spzakers from all over the country to talk on various subjects,
and every one of them talked abtout the 70's being the decade of the people.
A local tclevision station has a slogan that "An Informed Citizen is a
Better Citizen." I believe that industry could adopt this slogan, '"An
Informed Employee is a Better Employee.'" Why is an informed em, loyee
better? An employee is importantly affected in his attitude towards his
job, his work, and the company by how well he is informed. Good communi-
cation affects his motivation, especially when thinking of motivation in
the sense of contributing that extra effort that will make an employee do
his best and not just get by. No longer does the old saying, "Do your
job, or you get fired," motivate people. The new people who come into
your plant to apply for a job these days have long hair, no shoes, beards,
headbands, etc. I don't know if we fear their dress, or if we just fear
their inquisitive minds! These people are no longer hz-py just to have a
job. They want to be happy in their work. You can't take an employee off
the street any more_ give him a clock number, show him the bathroom, show
him to his job and then forget about him as long as he does his job. The
most impnrtant thinq is that these people, with their inquisitive minds,
are highly contagious to other people they work with. They see them asking
and they say to themselves, "How come I haven't been asking these ques-
tions?" Why do they want to change the company? But some of their ideas
are not that bac. Modern technology has taken all the challenge and all
the skills out of most of the jobs we have in industry. Computers run
presses; they run machinery; the worker just watches the machine and when
it shuts down, he presses a reset button and it starts again. That doesn't
take much skill. We must look to other ways to establish a pride in the |
work that a person performs in the company for which he works. Keeping
workers informed is one such way. We mu~t be careful, however, for too
often a great deal of money and energy are expended to communicate the




wrong message to people. There is no quicker way to "turn people off"
than to tell them what they already know and not tell them what they want
to know. This may come as a surprise to you, but the tools for imple-
mentation of an effective information program exists in most all major
companies today. Most of the larger companies have orientation programs,
company house organs, president's newsletters, bulletin boards, and most
important of all, day to day contact with the workers. As I said earlier,
rne of the main problems is communicating the wrong message. I would
like to explore each of these channels of information with you, and give
you some of my ideas as to what I feel is wrong with them and maybe this
may help you.

I would like to talk first about the orientation program. This is
your first opportunity to brain-wash new employees. Too many times, we
rush new employees through a thirty-minute orientation f.ogram, send them
out to work, and that is iu How many of you give employees plant tours?
How many of you explain all of the fringe benefits that you have; your
safety programs; your training programs; your tuition refund programs to
a new employee? How else is he going to find this out? He certainly will
not learn about this vital information once he goes to work in the factory
or mill. Your program should always transmit information that is impressive,
if it is to have any lasting effect on the new employee. Tell it the way
it is! 1If the job is hard, if it is dirty, if it's dangerous, tell him
that's the way it is going to be! He is going to find out quickly enough.
And when he does find out and if you have painted a rosy picture of what
the job is, he will move on to another employer; he is not going to trust ‘
you, because you misled him. Explain to him why absenteeism is a problem :
for everybody, not just for his company, but for his fellow workers. "When
you are absent, your fellow workers have to work harder." Explain to him
that accidents happen, and why. Ninety-five per cent of all accidents are
caused by the people, not by defective machinery. Inform him that prolit
is not a dirty word, because he can only be a successful employee if the
company is a success. It is fine if you have a booklet. Many larger com-
panies either have an employee's manual, or what have you, that can be
given to the emplovee. But this should be given to him during his training
program. In the oirientation program the employee should learn from you
what the company expects from him. At the same time, he should be informed ;
of what to expect from the company. A well-planned orientation program can
direct an employee in the right direction. .

——

I would like to talk briefly about company house organs, those publi-
cations that appear about every two or three months, which have a nice
picture of the president with a letter from him that says, "Well, we have i
tc work harder." They contain a few pictures about the golf league or the :
bowling league, and pictues of those employees who have gone into the
service, and those who came home from the service, and pictures of the
new general superintendent or district sales manager. All of this is of
little interest to the worker on the line! I think once in a while they
ought to include a picture of the guy who has made master machinist after
twenty-five years. ost workers feel that the only time their picture
will be in the house organ is when they retire or die.




We do not brag enough about the product we produce. I like to think
that an employee is proud of the product that he helps to make. Why don't
we publicize our own product? The house organ is an excellent place to
illustrate our products. These are a few examples: If you make tires,
perhaps you could print a picture of a fire engine that has your tires on
it and the service this fire engine performs. If you make steel like the
Atlantic Steel Company, show them a bridge. If we can identify our products
in that bridge, then he can identify with it for he helped make the steel
that went into a bridge that spans a gorge in Africa. We shouldn't be
ashamed of what we make. The house organ not only keeps the workers in-
formed, but they are usually sent, or should be sent, to the employees'
homes in order that the workers' wives and children may be informed.
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Newsletters should be brief and to the point! Too many times, they
cover subjects that should not be in newsletters, but should be reserved for
‘ either the house organ or bulletin boards. Newsletters should be about
w . items that are of major importance. They should be of interest to all
| workers. Departmental bulletin boards should be rastricted to items of
| . interest within that department. What does John Jones working in one part
| of the plant care about a promotion to a general foreman in some other
1 part of the plant that he has never seen? Nothing! You should post on
departmental bulletin boards only items that relate to that department.

‘ There are several ways to increase productivity; and one of the fastest

‘ ways I know is to post production records as accurately as possible and to
identify those responsible for that production. This means that if "Shift
| A" produces three hundred tons in one eight hour shift and "Shift B"
| i produces two hundred tons, you can rest assured that "Shift B's" production
will be up tomorrow! Nobody likes to be on the bottom.

Then there is personal contact. Every day we deal with the people
with whom we work. Do we communicate or do we just direct them? Direction
is fine but effective communications is better.

The company's '"grapevine" can be a great tool to spread the message to
your employees. In almost any group, you have one or two individuals who
are leaders and if you can identify those individuals, you can get "the
message' to most of the workers without having to talk with each one indi-
vidually. Ask yourself if your internal communication system is effective
and determine how much of the important information is lost as messages
pass down the line. A leading national institute reports that in many
cases as high as 80 per cent of the information being transmitted between
the president and the workers is lost. The vice presidents only receive
66 percent. The foreman receives 30 percent. By the time it gets to the
workers, only 20 percent remains.

Management can offer leadership to employees by communicating with them,
but communications have to be meaningful. We have to be informative in terms
of employee self-interest. People listen to a message that affects them.
Don't wait until your plant is being organized to start communicating with
the workers! Don't wait until two months prior to the start of labor
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contract negotiations. It seems that everyone becomes aware of the impor-
tance of communicating with the workers just before an organizing campaign
or just before contract negotiations. It may be too late! Actually, the
toughest job you will have is selling top management on the idea of initi-
ating an employee information program. They like to see results and they
like to see them now: If you can show them a machine that produces twice
as much as the one they have now they will put it in! How fast can you get
it back is what they want to know. But, you cannot measure this kind of
program in dollars and cents. It may take years before you have any way of
measuring the impact of your employee information program.
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If your workers are well informed, they should know the following:
how to perform their jobs; their compensation and fringe benefits; whom
they work for; how well they are doing their job; what is expected of them -
as workers; how their job relates to others; what the organization produces;
what they personally contribute to the company's product cr service; and
what other departments do and how they contribute to overall product or
service. Where they are in the company; they should know the location and
relationships of their department to other departments; they want to know
about the company plans for the future; their promotional opportunities
and company goals and objectives. Information sharing with your employees
is a great thing. Just recently we had a bond d~ive at our plant. I
thought to myself how could we sell bonds with an interest of 4 1/2 or
4 3/4 percent when we have a credit union that gives 6 1/2 percent interest
and that fact convinced me that we, could not possibly have a successful
bond drive. We worked with the Govermment representative by showing movies,
passing out literature, and an intensive advertising campaign; and we in-
creased our participation from 181 people to 389 people. The result was a
100 percent increase in our sale of bonds. I believe good communications
are very important and I believe it can be achieved, at least it is worth !
striving towards.
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Profit Sharing and Supplementary Monetary Benefits
by
Ralph Crutchfield
Director of Personnel Policies and Employee Benefits, Southern Region
Sears, Roebuck & Company

It is certainly a pleasure for me to be here this morning and have a
small spot on your agenda to talk to you about profit sharing, a subject
that is very close to all of us at Sears. When Dr. Fulmer asked us to share
a few thoughts with you about the Sears' profit sharing plan, and some of
its benefits to our employees, we accepted with pleasure, because profit
sharing is something we like to talk about. Perhaps, as a previous speaker
said, maybe we like to brag about it a little. It is a highlight of our
employee benefit program. We are proud of it, and we like for others to
know how we feel about it. In fact, we think that it is one of the key in-
gredients to the success at our company, because we think profit sharing
plays a vital roll in what this conference is all about, maximizing pro-
ductivity improvement.

Before we get into the Sears' profit sharing plan and just how it op-
erates, let's talk for a minute or two about profit sharing in general. The
modern concept of profit sharing represents a major achievement in the Amer-
ican way of doing business. It is a means by which progressive management
recognizes the dignity and individuality of the workers and promotes a better
understanding between employers and employees. True profit sharing is a re-
ward for the employee's work effort. It gives him a responsible interest in
the company. In a deferred plan such as Sears it encourages them to save in
order to provide for financial security at retirement time. The idea of em-
ployees sharing in the profits of the business is by no means new. The first
American industrialist to install such a plan was Albert Gallatin, who was
the Secretary of the Treasury under Presidents Jefferson and Madison. Gallatin
introduced profit sharing into his Pennsylvania Glass Business in 1797, ex~
plaining that the democratic principles upon which our nation was founded
should be applied to industrial operations as well. Today, more than thirty
thousand companies in the United States have instituted profit sharing pro-
grams with participation of more than merely top management personnel. The
largest and most important of these are the 3,000 companies which share profits
with all their employees. In addition to Sears, Roebuck and Company, these
include such large firms as Proctor and Gamble, Eastman Kodak, The Bank of
America, and S. C. Johnson and Sons.

The trend toward establishing profit sharing programs has risen drama-
tically. Between 1931 and 1940 profit sharing rose at an average rate of
45 companies per year. From 1956 to 1959 it rose by 2,666 companies per year.
The rate by 1962 was more than 4,000 companies per year. Why this trend? A
1960 study of several corporations, conducted by the Profit Sharing Research
Foundation, indicated a compelling reason. Their findings were that profit
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sharing companies averaged significantly higher earnings performances than
industry as a whole. Many companies credit profit sharing with improving
employee morale as well as productivity,

I would like to give you a brief picture of the Sears' profit sharing
plan and just how it operates. To make the presentation a bit easier to
understand, I brought along what we like to call our family album, a slide
presentation, and I would like to show it to you at this time. Richard
Sears started the whole thing back in 1886, selling watches as a sideline
to his regular job as a railroad stations agent in North Redwood, Minnesota,
This is Alva Roebuck, the Indiana farm boy who taught himself to be a
watchmaker. Mr. Sears hired Mr. Roebuck to repair the mail order watches
that the customers returned. What those two started is today the world's
largest seller of consumer goods. But here is the picture that we espe-
cially want you to see. We call it our family portrait. When you get
around to wondering who owns Sears, Roebuck and Company, this picture will
give you the answer. These are the owners of the company: Over 200,000
Sears' employees who are members of the savings and profit sharing peusion
fund of Sears, Roebuck and Company employees. Now, they don't own all the
company, but they do own quite a bit of it, nearly 1/4 of all the shares
of Sears' stock. Profit sharing is a favorite subject with Sears' people,
because most of them realize that profit sharing builds for their present
and future financial security.

Let's take a look at how it started back in 1916 more than half a
century ago. Times were turbulent. President Wilson was trying to steer
clear the United States from that war over in Europe. Jobs just weren't
too plentiful. The average wage for a Sears' employee was $14 a week and
that was a little more than the national average. The Sears' Catalog
proudly proclaimed Sears as the cheapest supply house on earth. Sears
was strictly a mail order business in those days. There was no such thing
as scheduled retirement plans for workers anywhere, because companies had
no planned accumulation of funds which would support employees after they
left their jobs. 1In those days you didn't retire, you just got too old to
work, or you dropped dead on the job. This was 20 years before social
security began. But on July 1, 1916, Julius Rosenwald who was then president
of Sears introduced profit sharing to Sears' people. He felt strongly that
employees deserved a portion of the profits that they had helped to create
arnd he believed that profi: sharing was the best way of accumulating money
to provide some security when employees could work no more. Mr. Rosenwald
said this, "Profit sharing is good business.' So, what we do is mot
charity or benevolence but it is good business to treat our employees right.
The plan Mr. Rosenwald proposed had three objectives; profit sharing today
has the same objectives. The first objective then and the first objective
today is to permit members to share a portion of the profits of the company.
Sears contributes 11 percent of the company's net profit before taxes to
the profit sharing fund. 1In effect, our first goal is to achieve a partner-
ship. Each employee's work produces profit in whizh all other Sears' em-
ployees share. The second objective was to encourage the habit of thrift or
savings. This is why members deposit part of their pay to profit sharing.
They put in 5 percent of their earnings, but no more than $750 in a single
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year. So, profit sharing members save automatically. The third goal of
the fund is to provide for retirement so that an employee, after his
years of work,can take something with him, the means to provide an income
for his retirement years. Would you like to spend your retirement doing
things that you have always wanted to do? Wishing won't make it so, but
profit sharing can and has for thousands of Sears' retirees. If you were
a Sears' employee, you might ask: "Sounds good to me, how do I join?"
Here's the answer! After the first anniversary service date, that is,
after one year of regular full time employment, every Sears' emplovee re-
ceives a membership application and joins the plan simply by signing the
form. It is entirely voluntary, but 99.9 percent of all our eligible
employees participate.

Let's assume now that you are a Sears' employee joining our profit
sharing plan. Members are divided into four groups, based on service
with the company. The reason for this is so that longer service employees
who are more valuable to the company may share at a greater rate than
shorter service employees. To begin with, you would be placed in Group A.
This is all members who have from one to five years of service. Five per-
cent of your earnings is deducted from your pay. That is your member's
deposit and it cannot exceed $750 in a year. For every dollar you deposit
as a Group A member, one unit of company contribution is allocated to your
account. This unit of company contribution from profits, we call it the
base rate, is determined by how many divisions must be made of the company's
contribution. In other words, it's the employee's slice of the pie. Group
B members, that's members with five to ten years of service, also deposit
5 percent of their pay and every Group B member gets two units of company
contribution for every dollar he deposits. Group C consists of those
members with ten or more years service. They deposit 5 percent of their
pay, but they get 3 units of company contribution for every dollar they
deposit. Group D members have a minimum of 15 years of service and must
be 50 years of age. They get four units of company contribution for every
dollar they deposit.

From the very beginning it has been the aim of the profit sharing fund
to provide members with an opportunity to acquire a part of the ownership of
the company, so that they can share in an ever greater degree in the growth
of the company. Members' savings or deposits, when joined with the company's
contribution, plus other income to their account, form working capital that
will be invested in shares of Sears stock which are credited to the members '
accounts each year. In some years a portion of the funds is also put into
other investments, called General Investments. Sears stock produces
dividends. General Investments produce income. The dividends on Sears
stock and the income from General Investments in each member's account are
reinvested for him in more Sears stock and sometimes also in General In-
vestments, which in turn produce for him an increased earnings in dividends
and in interest. This is one of the real secrets why profit sharing has
been so profitable for so many members for so many years. If you were a
profit sharing member, you could also look at it this way. Your account
grows through four factors which are like four faucets being turned on to
add to your pool of working capital. First, deposits; second, the company's
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contribution; third, dividends on Sears stock and fourth, income on general
investments. The longer a member is in profit sharing, the wider these
faucets are opened, producing more and still more capital that is put to
work. Now, in addition to the income that goes into each account yearly,
each account can increase in worth also by the growth in value of the

Sears stock and general investments in the account. This is called appre-
ciation, and over the years, this has been a very rewarding factor to our
profit sharing members. A single share, and I'll bring this slide up-to-
date for you, a single share of Sears stock purchased in 1916 for around

$220 a share, by the middle of 1971 and had grown to over 193 shares, with more
than $17,000 by appreciation alone. To keep every member up-to-date on how
his account is doing, he gets a statement every Spring, giving him the whole
story. Each statement will show exactly what the credits were to the account
during the past year and how they were invested. This statement not only
shows how many shares of Sears stock were bought for each member, but how
much, if any, went into general investments and the cumulative totals as to
how many shares of Sears stock are in the account and the total of general
investments after the year's appreciation has been added, or depreciation
subtracted in a year of stock market decline. If a member leaves before five
years of service with the company, he gets back his own deposits plus interest.
Any credits over that in the account are distributed among the remaining fund
members. In case of disability or death, the entire account is distributed
to the member or his beneficiary. When a member reachec his fifth anniversary
service date, he becomes vested. This means that he is entitled to all the
credits in his account should he leave at any time for any reason after tnat.
S0, this is profit sharing at Sears. It ic a billion dollar club of good
Sears' employees whom we believe do a little bit better because of it.

I think it is always interesting in a presentation such as this one to
give you a few figures so that you can better understand what profit sharing
can mean to Sears' employees. Results defined in terms of benefits to re-
tiring members are excellent. From 1916 to 1969, retiring and other members
withdrawing from the fund took out Sears stock in cash valued at more than
$2.2 billion dollars. 1In 1969 alone, there were 2.9 million shares of Sears
stock withdrawn from the fund ancd more than 183 thousand shares were converted
to cash at current market value by withdrawing members. The market value of
these shares plus the general investments and other cash withdrawn during
1969 amounted to more than 247 million dollars. A real test, of course, is
what individual fund members take home when they retire from Sears. A study
of employees who retired during 1968 tells this story. Those who retired with
ten to fourteen years of service had deposited an average of $2,726 in their
accounts. The average value of their accounts was $11,125 when they retired.
Those with 15 to 19 years of service deposited an average of $3,694, and the
value of their accounts at retirement averaged $23,977. Employees with 20 to
24 years of service put in an average of $5,151, and an average of $54,774.
Finally, employees with 25 to 29 years service put in an average of $6,066
and withdrew an average of $97,502. Many long service employees retired with
accounits substantially larger than the average retiree at Sears. And, I might
say that we have never had a millionaire to retire from Sears through profit
sharing, though we've come pretty close.
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Through profit sharing, Sears' emplcyees cet to spend their retirement
years in economic security.

I have been asked to comment on one other subject and I would like to
make a few brief statements about supplemental mcnetary benefits for hourly
workers. These kinds of benefits can, of course, take many forms -- prizes,
incentive payments, bonuses, premium payments, to mention only a few. At
Sears we have experimented with several of these types of supplemental
monetary benefits, and speaking strictly from my company's viewpoint, in
almost every case we have had to question the significance of the effective
ness of chis type of incentive. We have not bheen able to point to signifi-
cant production improvement which we, of course, measure in sales per hour
in a single case. Conversely, our studies have shown there is no positive
relationship between supplemental monetary benefitc and increased sales
productivity. In many instances based on these studies, we have eliminated
this type of supplemental benefit. An example is the removal several years
ago of the supplementary commission on sales made by part-time employees.
As a result, sales productivity has not declined for this group, but, in
fact, has steadily increased. Our full commission sales people in the home
appliance and home improvement category are often given premium payments
on certain items of high gross profit merchandise. These pavments are
normally for a definite period of time, usually during 2 sale or special
promotion event. While premium payments tend to stimulate the sale of
certain items of merchandise for a temporary period of time, they have aot

proved to be a long-lasting motivating factor to increasing overall sales
for this group.

Now, maybe you represent companies in other than the retail field. 1In
tact, T think most all of you do. The same principles may not hold true in
all of your iudua.’*ies. But in our business, other motivating forces seem
to mean more to our employecs than supplementary monetary benefits. In an
effort to offer some explanation for ihis, I will comment on a recent attitude
survey conducted among all Sears' employees with reference to their needs
and wants and the order of importance of each of these needs Lo them. You
may want to make a note of these. The first need on the list was consisteut
leadership; second, recognition as individuals; third, to be informed about
what's going on -- to know what's happening in their company; fourth, job
security; fifth, financial rewards; sixth, growth and advancement; seventh,
working conditions; and eighth, to be able to make a contribution or to be
able to do something worthwhile. So from this survey, vou can readily see
that our employees have told us there are several things more important to
them than monetary rewards in being happy in their work and in doing a
good job. This may explain why we have had some difficulty in relating
supplementary monetary benefits with increased productivity. The survey
also suggests to us that there are several factors more important to the
worker in his outlook toward his job and thereforc in his productivity than
financial reward. It's something to think about and possiblv you might
want to study the same thing in your own company.

MODERATOR: I would like to take this opportunity to introduce a young
lady who is here as an official representative of the U.S. Department of
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Labor. If any of you would like to talk to her about anything, I'll ask
Miss Louise Harned to stand up so you can see just who she is and she'll
be very happy to answer your questions.

We've just heard a very interesting talk on profit sharing with Sears,
Roebuck and an indication they found no direct relationship between supple-
mentary rewards, one kind or another, and productivity. This substantiates
irformation which has been found ihrough research, that there is very little
direct relationship between productivity and an indirect reward system.

I'd like to point out, however, that there are some trends for some of our
fringe benefit programs as other studies have shown very significant
correlation between fringe benefit programs and turnover, for example, in
companies and this does contribute to the profit position of the organization,
even though it may not directly affect the unit productivity of the company.
I'd like to point out that in the 3,000 companies which our speaker mentioned
that have profit sharing plans that if one would make an analysis of the em-
ployee turnover in the companies they would find that the companies which
have profit sharing plans have substantially less turnover than those not
having profit sharing. If I'm not mistaken, the ten companies having the
lowest turnover of all the companies in the United States also all have
profit sharing plans. And, I doubt that this could be purely accidental.
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Worker Motivation Techniques
by
L. D. Roberts
Supervisor, Education and Training
GM Assembly Plant-Doraville

There was a time, not too many years ago, when it was not uncommon to
hear of some enterprising individual who had made a million dollars. Un-
fortunately, such occurrences are somewhat a rarity today but not an impossi-
bility. In fact, I will be glad to tell you how you can achieve this finan-
cial status. Simply come up with a clear-cut formula for motivating em-
ployees, get it copyrighted, and then market it.

Let me assure you that I'm not trying to be facetious. Every one of us
in this room recognizes that employee motivation is an area that poses a
tremendous challenge to business and industry today. Why? Because employees
expect more from their jobs than good pay and good benefit programs. They
want to be more than names and numbers on time-cards. They want to be in-
volved and they want to be made to feel important.

At GM's Doraville Assembly Plant, our approach to meeting and satisfying
these employee needs involves activities, programs and procedures in a
number of different areas. In the next few minutes, I shall attempt to
describe each of them very briefly.

First, there is the psychological aspect. We recognize that people
are all different; consequently, what motivates one will not necessarily
motivate another. Therefore, we stress with our supervisors the fact that
they must spend sufficient time with each of their employees to get to
know them. Through informal conversations and daily contacts, the super-
visor learns-- to a certain degree-- what makes each employee "tick." For
example, some employees are motivated through a drive for recognition.

An observant supervisor can detect this because such an individual likes to
be praised, brags about his accomplishments, likes to be asked for his
opinion, works better when given credit, likes to be singled out, etc.
Another individual might be motivated by a drive for position. He can be
identified because he also possesses certain traits. He is a '"name-dropper,"
likes titles, wants to be regarded as a key man, has a lot of pride and has
a tendency to try and "keep up with the Jones'." Still another individual
might be motivated by a drive for security. He is the person who is always
on time for work, never takes chances, has a lot of insurance, saves his
money, plans for the future and seldom resists doing what he is told to do.

I have cited only three of these motivating drives. There are numerous
others, however, and each has certain tip-offs that help the supervisor
classify his employees according to the things that produce the greatest
motivation. Among these other motivating forces are companionship,




accomplishment, possession, understanding, close friendship, responsibility
and clear conscience to mention only a few.

Second, there is the recreational aspect. As the old saying goes,
"All work and no play makes Jack a dull boy'-- a trite statement perhaps,
but true nonetheless. Consequently, the Doraville plant sponsors and urges
participation in a variety of recreational activities. Among these are
bowling leagues, basketball leagues, softball leagues and golf tournaments.
The plant provides trophies for the winners in these various activities
and, in addition, supplies wmiforms for the bowling, basketball and soft-
ball teams. Equipment for the latter two is also furnished by the plant.
I might add that participation is not limited to just the workers, but in-
cludes members of supervision as well. Naturally, team effort is essential
in such activities. It is gratifying to see this same type of teamwork
carry over into the work environment.

Third, we come to what I will refer to as the participative benefit
aspect. This includes such things as the twice-yearly visit of the Red
Cross Bloodmobile, our tours of United Appeal Agencies prior to the cam-
paign, and supplemental income from awards earned through the General Motors
suggestion plan.

The Red Cross Bloodmobile comes to our plant twice each year to accept
blood donations. Arrangements are made for employees to be excused from
their jobs long enough to make their donations during working hours and
without loss of pay. Because participation is so good, our plant is able
to operate its own blood bank whereby all of our employees and their
eligible dependents can obtain blood from the Red Cross in unlimited quan-
tities and without charge.

Each year, prior to the plant's United Appeal campaign, employees are
selected from the various departments throughout the plant and escorted on
a tour of several agencies that depend on United Appeal funds to operate.
Staff members and superintendents serve as escorts and host the group for
lunch between the morning and afternoon agency visits. In this way, a
segment of our work force, each year, has an opportunity to see how money
contributed to United Appeal is used to help people. These employees, in
turn serve as campaign ambassadors among their fellow workers to solicit
contributions and convey the United Appeal story. These participants
visit the agencies during working hours and are paid just as if they were
on the job. Not only do our employees appreciate the opportunity to visit
these agencies, but they have done an outstanding job of helping to make
our United Appeal campaigns extremely successful. Hopefully, we will
eventually be able to take most of our employees on one of these tours.

Of course, it will require several years to accomplish this.

The GM suggestion plan affords employees an opportunity to supplement
their income through awards paid for the adoption of their constructive
ideas. Awards range from a minimum of $15 to a maximum of $10,000. At the
Doraville plant during the year 1970, employees received $28,683.87 for
592 adopted suggestions. Corporation-wide during the same period of time,
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205,077 employees shared $13.3 million in suggestion awards. As important
as the monetary rewards may appear, they are not nearly as significant as
the reward and personal pride experienced by the employee who sees his
ingenuity and idea transformed into practical use.

The fourth aspect of employee motivation I would like to discuss is
the social aspect. Each year, right after model change and just prior to
GM's new cars being unveiled in dealer showrooms across the country, the
Doraville plant hosts a "Family Day." The back-yard of the plant takes on
the appearance of a picnic ground, complete with hot dog stands, coke bars
and a dixieland band. There are even suckers and balloons for the youngsters.
On display throughout the year are various models of GM's new car line-up
for the coming model year. And, especially for the ladies, GM's Frigidaire
division sets up display of the lactest innovations in home appliances.
"Family Day" allows our employees to provide their families with a sneak
preview of the new cars and appliances before the general public has a
chance to see them. It also makes for an afternoon of fun and fellowship.

Periodically, the plant holds an open house for its employees, their
families and friends. These events are also quite popular and result in
improved relationships between the plant and its emplovees.

From time to time, special new car sales are held on the premises just
for employees and members of their families. Dealers from throughout the
metro area set up tents, display a representative selection of cars, offer
discount prices, hold drawings for door prizes, provide refreshmentc, and
wheel and deal to sell their cars. Needless to say, these new car plant
sales are well-attended. Of course, regularly scheduled tours of tihe plant
are conducted three times a day and employees are encouraged to invite
their families and friends to the plant for a guided tour.

Our plant also sponsors a special interest explorer scout post. The
post advisor is an hourly-rated employee who is assisted by both supervisors
and other hourly-rated employees. A number of the post members are sons of
employees and, as might be expected, the post activities are centered
around automobiles. It meets once a week at the plant, and the fellows
learn about such things as engines, transmissions, front end assembly, etc.
From time to time, field trips are planned that include visits to other
businesses and industries.

Many Doraville plant employees give their time and talent unselfishly
to a wide variety of civic and community activities. They deserve recog-
nition. Through participatich in General Motors' "Award for Excellence'
program, the plant is able to give suitable recognition to these employees
publicly at an awards luncheon when gold, silver and bronze medals and
plaques are presented. In addition, the gold medal winner is flown to
Detroit to attend a special recognition luncheon with GM's Beard chairman
and other corporation executives. The fifth aspect is concerned with
employees' self-improvement. This involves programs sponsored by or made
available by the plant to all employees interested in participating. One
such program is GM's tuition refund program, whereby employees may further
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their education and receive up to $500 per year refund in tuition costs.
Except in instances where an employee is attending college and pursuing a
degree, individual courses taken must be job-related. Quite a few of our
employees have completed college under the program and we have been able

to promote and place them in management positions. As a matter of fact, we
recently transferred a young man from the assembly line to our Work Standards
Department following his graduation from Georgia Tech. Besides Georgia

Tech, our employees attend Georgia State, Morehouse, Oglethorpe, Emory and
many other institutions of higher learning in this area.

Periodically, the plant sponsors courses for employees to prepare for
the general educational development high school equivalency examination.
Classes are held at the plant and the only cost to employees is the price of
a textbook. So far, 155 employees, comprising 12 classes, have completed
the program and only two failed to pass the examination. The final exam-
ination fee is also reimbursible through the tuition refund program, provided
the employee successfully passes it. Response to this course has been
gratifying and comments from participants as well as non-participants indi-
cate that employees are appreciative of the company's desire to help its
emplovees attain the equivalent of a high school education. We are currently
in the process nf enrolling participants for another series of classes.

In the Fall of each year, the Doraville plant sponsors several students
at General Motors Institute. GMI is the only degree-granting college owned
and operated by a major corporation. The institute operates on the co-
operative plan with alternate six-week periods at the sponsoring unit and
classroom study at the school. Whenever possible, we attempt to sponsor
daughters or sons of our employees for these educations that are conser-
vatively valued at $25,000 each. Upon graduation with a degree in mechanical,
industrial, or electrical engineering-- or industrial administration --the
student has an opportunity to pursue a career with General Motors if he or
she so desires. There are, however, no strings attached. The graduate
who doesn't work for GM is the exception ratter than the rule, however.

In order to keep skilled trades employees abreast of technologi-:al
changes and the incorporation of more sophisticated equipment into our
assembly processes, these employees a :end specially scheduled training
sessions at company expense and on company time.

Last, we come to the sixth and final aspect which is concerned with
employee development. This is a never ending aspect. It begins the minute
the employee reports to work cn his first day at the plant and continues
throughout his tenure of employment. On that first day, the new employee
spends his first hour in the conference room reviewing a slide presentation
designed to acquaint him with the plant layout and familiarize him with
GM's policies and procedures. Also included in the program is information
regarding the plant safety program, the GM suggestion plan, medical facil-
ities and shop rules. Several weeks later, after the employee has had time
to learn his job and make friends with his co-workers, he is brought back
to the conference room for phase two of our induction program. The atmosphere
is much more relaxed and the program is less formal. Light refreshments are
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tcerved, a slide presentation covering benefit plans, functions of various
d~partments, policies concerning vacation and holidays as well as other
pertinen®. information not explained in the first slide presentation is
reviewed. In essence, the first presentation tells the new employee what
GM expects from him; the second presentation tells the new employee what

he can expect from GM. Sufficient time is allowed after the second pre-
sentation for a question and answer period. At the same time, the new
employee is urged to offer any suggestions he might have relative to making
our plant a better place in which to work. This follow-up induction program
has resulted in improved attitudes and a better understanding of the
pro>lems shared by employees and management.

Since General Motors adheres to a policy of promotion from within, it
is necessary that a reservoir of trained personnel be ready to move into
supervisory positions when vacancies occur. Consequently, as the need
arises we notify employees by bulletin that applications are being accepted
for pre-foreman training classes. Those interested submit applications.
The applications are reviewed by supervision in the employee departments
where the initial "screening" process takes place. After each department
has narrowed the field to a dozen or so candidates, each individual then
appears before the plant's Management Manpower Planning and Development
Committee. This committee, comprised of members of top management, inter-
views each individual -- there are usually between 80 and 100 employees
appearing before the committee -- and selects the 20 or 25 individuals with
what it considers the greatest potential for eventual management positions.
These individuals, then, make up our pre-foreman training class. They
initially receive 80 hours of intensive classroom training. 1Tuais is
fcllowed by five weeks of on-the-job supervisory experience. Quite often,
these men fill in as vacation replacements for supervisors in their re-
spective departments. Twelve more hours of classroom training completes
the program. A graduation luncheon is h~" " in the executive dining room and
each participant is presented a handsome . rtificate by the plant manager.
The luncheon is attended by the staff and superintendents and each graduate
is escorted to the luncheon by his department head. Thus, classroom training
combined with ‘practical experience assures us of having a reserve of qual-
ified employees ready to assume _ s of greater responsibility.

In addition to the pre-foreman training program, employees mey advance
to management positions through participation in the planned leadership
program. Most production department supervisors have a man in their group
who is known as the utility trainer. 1In so many words, this man assists
the foreman and is not assigned to any specific job or operation. Should
quality problems develop within the group, the utility trainer follows the
problem to a solution. If new employees come into the group, the utility
trainer assists them in learning their operation. These trainers receive
classroom training on a regular basis and, as needs arise, can be promoted

into supervisory positions along with graduates of the pre-foreman tra.ning
program.

A unique feature of the automobile assembly Lusiness is the annual
model change. Information concerning the new models is constantly being
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received via write-ups, drawings and diagrams, illustrations and video
tapes. This information is passed on *o cmpioyees as expeditiously as
possible, thereby keeping all personnel informed regarding the changes that
will affect them and their operations. People want to be "in on the know"
and they appreciate our efforts to keep them posted.

In conclusion, I will reiterate something I said at the beginning of
this talk. There is, as yet, no clear-cut formula for employee motivation.
As a result, each of us with whom the responsibility for developing tech-
niques is entrusted must rely on experimentation to a certain degree. This
is certainly true at our plant. We don't have all the answers by any means.
We have, however, made significant progress through implementation of the
various programs and procedures I have just discussed. As might be ex-
pected, some are more influential than others. All have proved to be bene-
ficial because -- again, as I stated earlier -- what motivates one person will
not necessarily motivate another. Consequently, employers must approach
the employee motivation problem in much the same manner that the operator
of a cafeteria attracts customers -- offer something that appeals to every-
one. That is our philosophy and what we are trying to do. Thank you
very much.
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Discussion

AUDIENCE: Dr. Schenkel, how do you relate tne ill~feeling and the.e
types of things to the Herzberg Principle?

SCHENKEL: T think that Dr. Herzberg would consider bad feelings t¢ be
part of the satisfaction --dissatisfaction dimension. If people are di.sat-
isfied, they may quit but making them satisfied doesn't make them motivited.
A whole list of satisfiers which Dr. Herzberg related to work may make an
employee willing to stay at work and, therefore, prepare the ground, sc¢ to
speak, for other motivating things to happen. Arranging for satisfact ons
would be preparing for active participation in work, for goal setting, de-
veloping changes, and s> on.

AUDIENCE: Dr. Schenkel, you spoke of Augmented Staff Meetings. How
does this work for the Third Party in case of a small company?

SCHENKEL: The Third Party has to be someone from outside the wcrk group.
In other words, it cannot be the supervisor or a designated person ir. the work
crew. The Third Party has to be someone who has been brought in. H: can be
from a staff organization, e.g., industrial relations. Frequently, especially
in smaller companies, someone is imported from a University faculty or from
a consulting firm, so that he is a stranger to the group. As you know, people
perform differently when tney have "company" than when they don't haive "company."
It is important that the group realize they are doing something different than
they probably do routinely. We perhaps have staff meetings regularly but the
Third Party tends to make the staff meetings different and creativ::.

AUDIENCE: I should like to ask the gentlemen from Sears, do you have
unions in your operations in the South and do you negotiate in un-.on contracts

the profit-sharing program, or is this congidered non-negotiable >y Sears'
management ?

CRUTCHFIELD: First, the Sears Southern Region or territory does not have
organized unions. It is my understanding, however, that on the West Coast
and in the Midwest we do have a very limited number of unions. But I am
unfamiliar with negotiations with organized units. The profit-sharing plan,
howaver, is the same for all employees in all units throughout the company.
There is no difference in the company's _uontribution or a member's contribu-

tion, in any of the organized units on the West Coast and in the Midwest,
than we have in the South.

AUDIENCE: Question to the gentlemen from General Motors, whom do you
use as your faculty or teache s for the High School Equivalency program?

ROBERTS: We are fortunate in that we have been able to handle this pro-
gram through DeKalb Technical School. The school provides qualified teachers
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who come to the plant to conduct the classes using our facilities. This ser-
vice 1s free as long as class rolls do not fall below 12 participants; however,
if this should happen, then we have to pay a stipulated amount for the actual
hours of instruction.

AUDIENCE: Dr. Schenkel, how do you maintain employee motivation during
a period cf lay~offs?

SCHENKEL: 1In a way, the opportunity is enhanced by the layoffs because
it is clear there are to be fewer people around during layoffs. Among the
representad hourly employees there is a shifting of people on the basis of
seniority from one group to another. There are somewhat different activities
to be undertaken by employees as they "bump" into an organization. These
people can see a problem very clearly -- more clearly than they can under
a stable situation when they may learn to live withk 1it. Frequently, on the
one hand, they are anxious to help with suggestions, while on the other, they
see the need for solutions ever so much more clearly. It is not difficult
at all to use this in a declining work situation.

AUDIENCE: Under the suggestion system you have to be careful that you
don't have a disgruntled employee putting a note into the Suggestion Box,
saying "Everything would be fine if you would just get rid of the Boss!"

ROBERTS: We have had a few suggestions of this type during the years
I have been at the plant, but not many. Our emphasis is different. We en-
courage our supervisors to work with their people, talk to them about their
jobs, and try to stimulate thew to turn in suggestions that will make their
jobs better. Consequently, very few suggestions that come in are of a nega-
tive nature. Most are positive.
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AUDIENCE: T have another question for Mr. Roberts. 1Isn't it true that
your production at the GM Doraville plant, and others, involve more difficult
motivation problems than are connected with other types of work. I don't see -
how you can motivate a guy on the assembly line. You have given a wonderful
description of the opportunities for your people. I assume that a goodly
percentage do not avail themselves of these opportunities. What do you think

the future holds for assembly line type of operations relative to worker mo- i
tivation?

ROBERTS: Since I don't have a crystal ball, I really can't say. I do ;
know we are concerned about this because, as you say, assembly line work is :
probably one of the most difficult areas in which to motivate people. For

one thing, the work is repetitive. Some people probably wouldn't agree with
this but feedback we are getting from our hourly-rate employees indicates

that the majority of them get enjoyment from learning other jobs. As a re-
sult, we do quite a bit of flexibility training, which provides them the op-
portunity to learn other jobs. We have a utility trainer in each production
foreman's group, and this individual is mainly utilized for training employees

o
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to do other operations as well as their own. This als> frees people up so
they can become involved in a varietv of other activities. For example, we
are considering having the foremen send their trainers tc the salvage meetings
so they can see first-hand the types of problems coming out of their respec-—
tive areas. The trainers will then be in a knowledgeable position to get

back with the operators in their groups. We are also looking at the possibil-
ity of giving different individuals irn a foreman's group assignments relating
to such things as safety, housekeeping, quality, etc. Taking safety as an
example, the employee will be familiarized with what causes accidents. Since
the human factor, or human error, is one of the major contributers, he will
become acquainted with ways that can be taken to avoid accidents in our plant.
We may also designate an emplovee to work on housekeeping, quality, methods,
etc. In other words, motivate them through involvement and participation.

-

AUDIENCE: Am I correct in noting that up until the last couple of years
there had always been lots of talk during union negotiations about productivity,
and any increases. But in the last couple cf years or so unions have just not
been concerned about productivity-at improving it as a means of getting pay
increases. Would you comment on the effect of this negative attitude on actual
productivity gains that have occurred or may occur in the future?

ROBEKTS: Mr. Roche, GM's Board Chairman, was very much concerned during
the last negotiations about productivity. It is our belief that by getting
people involved, we can achieve greater productivity from them. In automobile
assembly, we strive for getting each operation performed in staticn. This is
the goal of everyone. Build it right, build it in station. This is the key.
We feel that through proper training most people, as we discussed it this
morning relative to the Theory X and Theory Y folks, want to do what thev
y are asked to do provided they are properly instructed and properly communicated
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. AUDIENCE: Are the unions really just forgetting about productivity or
do they cooperate with you when you try to institute programs that increase
productivity?

ROBERTS: When we talk about unions, we are talking about two areas for
me. One is the local union and the other is the International Union. I can't
} speak for the International Union, but for the local union, it has been my
- theory and belief that most of those elected to office are elected by a mi-
nority group. This means that we are dealing with other than the whole and
sometimes I think this is the problem.

AUDIENCE: Would Mr. Dervales comment on this point?

] DERVALES: We had a strike in 1968 that lasted 6 months. ¥e also had a
lot of friction between the local and the International Union. The local
people did not like the International coming in and telling them that the

l time had come when they were not going to get any more than what the company
was offering to give. The local people felt on the other hand, that after
a strike of 6 months, they should get more than they asked for at the begin-

l ning of the strike. So you have this conflict within the union itself. We

had never had a change in the Committee members during negotiations.
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SPECIAL AND REMEDIAL EDUCATION FOR WORKERS WITH POOR
COMMUNICATION SKILLS

Importance of Communication Skills
by
Mrs. Vivian Gurley
Director of Personnel
Regency Hyatt House Hotel

Communication is a term that is tossed around an awful lot these days
and it merely means passing information and ideas along to someone else and
receiving information and ideas from someone else. Communication means giv-
ing and taking from the top down and from the bottom up. There are three
things that I believe that are very necessary for good person-to-person com-
munications. They are: (1) The receiver must be tuned for reception. (2)
The transmitter must be tunad for sending the message. (3) The right wave
length must be selected. Trying to transmit or communicate before you have
the receiver set on the channel you want to communicate through, reminds me
of a story of a man who owned a parrot who had a bad habit of swearing. The
man loved his parrot, but he said I can't keep him if I can't cure him of
this profanity. So he gave him a real stern lecture and then said to him,
"Nice day isn't it Polly," and Polly replied, "Damn nice day!" So the man
grabbed him out of his cage and whirled him over his head and dumped him in
a tub of water and almost killed the parrot. The parrot came up gasping and
shaking and begging for air. So his owner said to him quite sternly, "Now
then, it is a nice day isn't it, Polly?" He said, "Yes Sir, but where the
hell were you when the typhoon hit?" So sometimes our people miss our mes-
sage altogether of what we are trying to convey, because we haven't tuned them
in on what we were saying.

Communication means giving and taking. Listening is as important as
speaking or writing. A person cannot get through to you unless you're lis-
tening-~and listening attentatively and alertly. Sometimes it's the non-
verbal that is most effective if properly applied and the most dangerous if
not properly applied. For this includes our attitudes, our facial expressions,
our actions, beliefs, and our convictions. Most of us here, I imagine, are
parents. Do you remember when that son or daughter of yours was real small,
long before he could understand language and long before you could orally
communicate with him? How you would stand over his little crib and you'd
look down at him and you'd smile and make funny faces, and do you remember
his response? He responded to your every move and your every action. Now,
we forget that all of us are children, grown a little older and a little
larger. We could remember the same treatment we used for response to chil-
dren. How much does it work with adults? You will also remember that in
rearing your children, your attitude played a very important role in their
behavior. I can remember if my mother got up and she didn't feel well, it




was reflected in the whole family the entire day. You could tell from the
expression on her face, her moods and we all followed suit. And this is
the exact same principal that can apply to your people. Your very attitude
means more than a thousand words that you could say.

Let us enlarge a little on one of the necessary ingredlents that I just
mentioned in obtaining a line of communication -- our beliefs and our con-
victions! How truthful should we be with our people. The answer is, be
truthful at all times. Never hedge or lie! If you can't give out certain
information at a particular time, tell your people that you will let them
know the news just as soon as you can. Even if the news isn't good, tell
it. People resent stalling or untruths. It is most important to establish
a climate in which employees feel free to talk to you without fear or retri-
bution. If you are known to be honest and truthful with them, to respect
their confidence, they will talk to you. But if they know that you use in-
formation against them or you expect them to spy on each other and report

back to you or that you deliberately mislead them and tell them untruths,
they'll clam up.

The very life blood of our companies and organizations today is being
sapped by an inadequate understanding of how to communicate with people.
We can't expect people to give their best, if we constantly remind them only
of their worst work. I think we need to take a pSychological approach rather
than that of a psychiatrist's approach when dealing with our people. A
psychiatrist says, "What is wrong with that person," and a psychologist says,
"What's right with that person." The day of a closed mouth boss is over.

Today employees are eager for all kinds of information, and smart management
wants them to have it.
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I would like to give you, for a minute, some of the methods we are using
at the Regency to try to improve communication with our people. We have a
. thousand and seventeen employees there and it is a wide spectrum of different
types of people. When I first went there, I was really scared to death, be~-
cause I thought, how do you work out a communications system that will work
with a person that can't write his own name and yet get through to a Ph.D.
And its not easy, but we really tried there! Everybody really has to work
out a good line of communication and we are pleased with some of the results
J we are getting. We do have first of all, an indoctrination and orientation
program. As General Motors mentioned, ours is divided into two phases. We
give them a brief phase, at the time of employment and then thirty days later,
when we feel they have had a chance to feel at home, and feel their way around,
we bring them back for another phase.

We adopted one method that has favorable results and that's the "buddy
system." We do not have a trainer program like GM, which I think is fantastic,
but our "buddy system" works similiarly for us. When a new employee is inter-
viewed by our interview department and then by the supervisor and the decision
is made to hire that employee, we bring a Buddy down to meet him, from the
department in which he will work. We introduce the Buddy the day before he
reports for work, the next day or whenever it is convenient. We let the em-
ployee go to lunch with the Buddy, or to a coffee break. We let the Buddy
take him to the work area, show him what he will be doing, and what will be
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expected of him. The Buddy is responsible for that employee the first sixty
days of his employment, which is all of the probationary period. On the
fiftieth day of the new person's employment, the Buddy hands in an evaluation
on the new worker. The supervisor also hands in a probationary evaluation.
We compare the two, we bring in the Buddy and supervisor, and the two evalua-
tion forms and we discuss them. Then we bring the employee in and we discuss
it with him. This has proven to be helpful in many ways, not only for the
new employee, but for the pride it has instilled in our old employees to feel
that they are having a part in training a new person. And you should see the
competition! Each Buddy wants his trainee to be the best worker in the depart-
ment.

We hold a monthly departmental meeting, at which time the employees are
asked to bring in any suggestions they may have for improving their work
areas, or any problem they may be having. This departmental meeting is con-
ducted by the supervisors, but with fvll employee participation. This in-
stills a lot of pride in the employees to be able to help conduct their own
departmental meeting. And I might add, they do a beautiful job.

We have training classes going for intermal promotions. At the present
time we have four classes a week going. If a girl is there who was hired as
a bus girl, we'll say, and she would like to become a waitress, a cocktail
or food waitress, she can sign up for any class she is interested in studying
for i the hotel. We keep a list posted on the employee's bulletin board
of the upcoming classes. If she wants to become a waitress, she can attend
a class for waitresses that is held for six weeks, two days per week, two
hours per session. At the end of that time she is evaluated, and if she has
successfully completed the course and we feel she has possibilities, her
name is next in line for the first opening of that type. Now, rather than
hurt a person who has tried (1f we feel she is not going to make it as a
waitress and we are going to know that in the first three sessions we have
with her), we call her into our office and we encourage her to go into
another class. We do not hurt her ego! We tell her that we have seen things
from her demonstration in the class that make us feel that her talents lie
more in the area of a hostess, or in the area of clerical. So we steer her
tactfully in dropping out of that waitress class. Instead of just calling
her in and saying you are never going to make it, forget it! We offer her
an alternative.

We are also conducting some special classes, and through the efforts of
Mr. Joe Fuller with the Adult Vocational Training School here in Atlanta, we
have completed, or are fixing to complete, training for a graduation class
that we are more proud of than anything we have ever had at the Regency. We
had 21 foreign speaking employees who could not utter one word of English,
who could not understand une word you said to them. And it was as if they
were living in a world all their own there, or in a world of darkness because
they could not communicate. We had French, Italian, Greek, Spanish,
Czechoslovakian. Mr. Fuller obtained a language teacher for us. We started
these classes last fall. We are going to have graduation in July! We are
so proud we do not have one employee in our hotel that doesn't speak beauti-
ful English, and one cannot imagine what it has done to their personality
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alone. Those fellcws you never saw smile st one time, you now see them just
bubbling with enthusiasm! Thev can't wait to brirng in somebodv else that
needs English classes. So we decided toc open it to other people. Another
thing we accomplished, was that we've taught these individuals how to speak
and communicate. However, what happens to him when he goes home at night?
He is again shut out from this world because his wife doesn't speak English
and his children have not yet learned to speak English. So we then started
classes for the rest of the family. It has made so much difference in the
whole family and it was very little effort on our part, and it has really
paid off. I feel that if everybody else should leave us, there will be 21
people I bet you couldn't make leave us--those people whom we have taught
to speak the English language.

We have a suggestion box and I will add that it has paid off real well
in our place. At first we had some negative comments come in as suggestions,
but as said in the discussion group, they weren't negative, they turned out
to be the most positive suggestions we ever had. In fact, it brought to our
attention inefficiency in some supervision and made us aware of what was
happening in the department. We have an employee of the month and we select
one outstanding employee each month. Then, out of the twelve we select each
month of the year, we have an employez of the year for yhom we have a ban-
quet and an awards dinner €t which all of the employees are invited. This
is really the highlight of their whole year. For the employee of the month,
we blow up a great big photograph of the winner which we post in the emplovees'
cafeteria. This means much to them to see their name and picture where all
can see it. We also have profit sharing.

For sometime we had been thinking about what we could do to remind our
employees of their outstanding fringe benefits. How could we remind them
without making it sound like we were tooting our own horn, or bragging too
much? We decided that each day we could feature a different fringe benefit
on the employees' bulletin board. Trying that, we watched how many walked
by without ever looking at the employees' bulletin board. Right away, we
thought, this isn't going to work. The Regency gives free meals to all
their employees, so we knew everybody ate there. Consequently, we got with
the fellow who supplies our napkins and said, "We buy quite a few napkins
from you for all these restaurants we have around here, and we would like for
you to do us a favor." He asked what and was told, "We want to put some mes-
sages on those napkins, because people are going to use napkins." He agreed
to do this and we worked up some very simple little matchstick characters,
and now we have a different fringe benefit featured on the napkins each week.
We use about six thousand of these a week so you can see how manv times they
see this message. These are very simple, like for example, we did a match-
stick character of a guy starting to cross Ivy Street in front of St. Joseph's
Hospital and being run down by a truck and it said, "Oh, thank goodness, I
have hospitalization." You know, just very simple little messages. But it
gets home to them and that has helped. When we think of ways to establish a
communication line with our people, it sometimes reminds me of a comparison
of cowboys and shepherds that my minister once used to illustrate poiants of
leadership. I am wondering if ours is the role of a cowboy rounding up people




and moving them out, keeping them counted and constrained, and unenlightened,
or if our rcle is that of a sherherd, leading them sSomewhere, trying to help

—them grow, to learn for themselves and to meet the harsh realities of their
environment. As we establish good communications with our people, enabling
them to enjoy a greater freedom on the job, providing them with the oppor-
tunity of commitment to goals, they will find something to care for!
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Coping with Cultural Gap in Communication Skills
by
P. D. Davis
Manager
Atlanta Business School

The national Alliance of Businessmen's Program and other programs have
dumped into your laps a large number of minority employees which you expect,
after a time, to absorb effectively into your work force without reducing
or destroying the actuai productivity of your work force. The Atlanta
Business Education and Research Foundation of which the Atlanta School of
Business is the teaching arm has been working on this problem now for ten
years, since 1961, but at another level --in the classroom. The problem,
however, is exactly the same. How do you get people of one cultural back-
ground to understand, that is, to communicate with people of another
cultural background? The difficulty of the problem lies in the fact that
communication has to te established. It is two way communication at that,
before there can be understanding of cultural differences by both sides
that will make overcoming the cultural gap possible. I want to get some
brief definitions of the two parts of the subject -- cultural gap and
communications skills. Cultural gap must be thought of by you, since you
are my captive audience today, as a difference in cultures and not as no
culture at all. It is the difference in cultures that you have difficulty
with in establishing good communications. And I want you to think of it as
a culture, as opposed to maybe your culture, a culture that has grown out
of motivation, out of opportunity, and that sort of thing.

The hour ly workers of whom we speak do have a culture and you must
recognize it. Like all other cultures it has grown out of either oppor-
tunity or limitation of opportunity. We don't develop habits not needed
for survival. The culture of the laboring class is different from the
white collar and semi- or professional class.

In ten years we have discovered that the first step in bridging the
cultural gap to better communications skills is recognizing the existence
of a culture of a kind in the ghetto and showing some respect and under-
standing for that culture. We find nc need for another study to determine
why newly employed blacks or rural entries into the labor market fail co
report to work on time and don't listen to or follow instructions. They
have never had a need to do these things. Why get to work at exactly
8 o'clock when I'm going to be with you all day anyway! And you've got
to understand that is a culture, a way of life, or the "that'll do"
theory. We have been getting by with "that'll do" for a lorg time. Now
why have you got to have it done just so. Why has the nut got to be just
so tight when "that'll do" has served my purposes for a Tong time and has
become a part of my culture. Do you want to communicate at this point?
Let them know that you understand their lack of knowledge of a culture




that motivates you. And explain why a shift to another way of life is
essential. Then you have begun to bridge the gap to better understanding
which is the basis of developing communication skills. Be too critical and
demanding at this point without recognizing their culture and they'll turn
you off! [Literally tune you out! This is the mechani they have developed
in the defense of the survival of their own culturei‘which in many instances
is of long duration and deeply rooted.

Want to turn them on again? Then acknowledge by your attitude, by your
awareness of their culture, and by example the need for some acceptance of
your culture. For instance, what happens when you are not here on time? The
production line can't get started. Or what happens when you fail to tighten
that nut, you get a reject! And we have got to start all over. Through the
production of examples it will help him to understand why there is need for
absorbing some of the other culture. Heaven, not all of it! He needs to
know why it is important to get to work on time. He needs to know why it is
important that he accept and carry out orders -- minutely, directly. He needs
to know why it is important to follow procedures; how many people will be
affected if he doesn't follow those procedures that are outlined. He needs
to understand that you are not just trying to discipline him; you are not
just trying to get him to do something you want him to do, but that he is a
part of a bigger scheme of things. The sooner he realizes that he is a part
of that bigger scheme, the sooner, of course, he will begin to absorb your
culture. What often seems to be stupidity, unawareness, lack of presence of
mind, unwillingness to follow orders, and resentment of authority, is a
culture developed out of lack of need for motivation, because of years of
deprivation. So the gap we are trying to bridge to better communications
skills is in reality the space between two cultures, both of which have
their reason for being!

We can cope with this gap now in our institution where we are preparing
blacks to work in your institutions in a sort of "catch-all" orientation
program, by first developing in these black students an awareness of the gap,
pointing out the strong differences and explaining why they are there. Next,
we point out the advantages of the other culture! Some of these advantages
are better jobs, more money to spend, rather than to save, better housing,
mobility of all types, upward mobility, outward mobility, a chance to travel,
a chance to maybe get on an airplane and fly to New York. Once we get a good
lively discussion on the differences and advantages of some change from one
culture to the other, we begin to work in developing better communication
skills.

Now, if by developing better communication skills for hourly workers
who have created a need for this conference, you mean speaking completely
standard dialect, you might as well forget it! A people who have spoken a
dialect of their own for a lifetime aren't going to change that dialect com-
pletely. In our training program we have these people captive for anywhere
from six months to two years for six hours a day, and every teacher is
stressing the use of expressions that will develop a passport language--

a passport to passing a test, to getting a better job, or to holding that
job. Gradually, the student sees developing better or more standard
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communication skills as a means of improving his lot in every respect.

That is the motivation to keep learning! That 1s the carrot we keep dang-
ling in front of them! By the use of hours of an audio-aural procedure
(practicing standard dialect aloud) and a little review of the basic princi-
ples of grammar, the student soon enters a new world of communications, a
new world which has begun to bridge che gap between his culture and the down-
town culture. While we are insisting that he keep his original dialect, te
loses it by concentration on standard dialect. He builds bridges in language
and better communication skills which is bolstered by an attitude training
from us which he is now readv to accept, always with that carrot dangling

in front of him!

If by communication skills you mean developing the ability to understand and
carry out instructions, performing work with the preciseness that is not
characteristic of his culture, understanding the need to get to work on time,
taking pride in his work and so on, then we are in business. 7To you who
supervise hourly employees of the type covered by this conference, your process
must be the same as ours at Atlanta School of Business, except that it is on
the job.

There must be orientation that subtly explains the cultural differences.
There must be an understanding supervisor or foreman who continues this
orientation by making the c¢mployee feel wanted and needed on the job. The
attitude that '"We have given this guy a ch2nce, why doesn't he appreciate
it," simply broadens the gap instead of narrowing the gap. Then begins the
development of better communications skills, through talking about the job
with other employees, the higher the level the better. You don't learn much
about understanding what other people are talking about by talking to yourself
or even others at your same level. Changing attitudes may mean breaking into
the lunch circle where people tend to group. But new employees tend to get
off to themselves. It may mean assigning a cooperative senior worker to do
this. The informal circle must be broken into and questions asked and-
answered at times when the employee is not under supervision, when he can sort
of let his hair down and fe :1 that the supervisor is letting his hair down.

It is then that he learns, that is his classroom. It can't be done during
working hours when he has to screw that nut and tighten that bolt and that
sort of thing. It is at this point that audio-aural area of training occurs-
where the worker learns better communication skills in the same way he learned
his non-standard dialect, listening and talking. He didn't learn non-standard
dialect out of a textbook,

I understand that they are developing some courses at one of the Univer-
sities in New York, where they will take people from the 'ghetto'" arnd tcach
them Negro dialect, Well, tliey are teaching them something they already
know! That doesn't seem to make any sense. What this employee needs is in-
formal conversation sc he can listen to you, and so you can get his attention.
This is your opportunity to get his attention without using a two-by-four as
the farmer finally had to do on the mule. In this, vou have a form of the
classroom period for informal explanations of things that happen and things
that don't happen. It is so much more comfortable at this period because
everybody is relaxed. Remember now, these workcrs are accustomed to turning
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you off at times just out of habit. Supervisors and foremen must repeat
orders and ask them to be repeated by workers to be sure that there are com-
munication waves. It must be done with patience and understanding. Impatience
is the beginning of a resentment that sends the whole communications process
backward. And these workers are sensitive enough to smell impatience a mile
away. So coping with the communication cultural gap in skills seems to us
after ten years of research and study to mean, first, recognizing that the
gap exists and understanding why. Second, defining for the hourly workers
the advantages of change, and keeping that carrot out front. Third, devel-
oping cooperation between new and veteran employees who don't mind explain-
ing the system in simple language. The more this worker hears the sooner he
bridges the gap between his culture and yours and the sooner he begins to
communicate at a level that makes him an effective and profitable worker.
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Cooperative Adult Education
(a) Atlanta Public Schocls Program
by
Jue Fuller
Coordinator Adult basic Education
Atlanta and Fulton County Public Schools

We appreciate the efforts of Prof. Fulmer and his stafi in coordinating
the sctivities of this conference where industrialists, educatcrs, unionists
and people from other agencies have come together to improve the productivity
of hourly workers. Incidentally, you might bec interested in knowing that
adult basic education instructors are hourly paid workers. During this fiscal
year they provided instruction for some 5000 adults, 16 years old and older,
zero to eighth grade preparation level and GED preparation through TV high
school. Most of these instructional services were channeled through industry
and business. We have a simple package plan for services. You tell us your
educational ill! We diagnose and prescribe, and we attempt to cure.

May I give you an illustration how we do our job! Jevera:i months ago
tne proprietor of a restaurant, well-known for Southern cooking and Southern
atmosphere contacted my office for services. This gentleman wished us to
come in and teach his employees to read, write and speak better so that they
could more cffectively do the job. The uniqueness of this establishment of
Southern cooking and Southern atmosphere is that it is owned and completely
staffed by foreign people. He wished that his people could learn to read the
menus better, that they could do better jobs, that they could speak English
mor_ effectively, and with a Southern drawl. With the institution's objec~-
tives in mind, we began to see what the workers wanted. They wanted all of
this. They wanted to do a more effective job. They also wanted to know how
to compute overtime pay, social security benefits, workman's compensation,
and how to integrate themselves into a foreign culture. A teacher was selected!
As in all instances in operations of this sort, she studied the restaurant,
its workings. She was there for many days, iearning the '"ropcs' from the
time the food is ordered till it arrives in the pantry, when it is cooked,
when it is served, and when the customer pays the bili. She designed a program
to fit this particular restaurant's needs. She started out wich the materials
from her textbooks and incorporated materials from the restaurant, the menus,
the salesbooks, the orderbooks, the different things that they use. She
said to me one day, "Mr. Fuller, I never thought I'd live to see the day that
the recipe for cracklin' brecad was written in German." ‘‘he classes were to
be held each afterncon after the lunch hour and before tune dinner hour, in
the wine cellar. For the duration of this program we had the highest atten-
dance in town. We did the job in ten months; we don't need to stay torever!
We had a satisfactory evaluation, whiich was from those we do the job for.

I hope that you will visit this wonderful restaurant in Atlanta which
syecializes in Southern cooking, and it is southern cooking at its best.
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But don't be surprised if you hear the waiter say t> you, "What do you want,
you all?" Mrs. Gurley has been most generout in her remarks about the ESL
program at the Regency. We could not have succeeded there without Mrs.
Curley's leadership. And we cannot succeed with you in any of your settings
without your leadership! We hope today, in this conference where we are all
working together for the same thing, that the big and powerful hands of in-
dustry and business will join with the hands of education. And that you and
I together will form a coalition to improve the quality of living for our
people in our community and in our nation through our work.
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; Cooperative Adult Education
(b) Mead Company Program
by
Robert E. Ervin
Training and Development Specialist
Mead Packaging Division of Mead Corporation

Adult Basic Education at Mead Packaging had its beginning in 1968. At
that time we started out with only a part-time instructor who came over twice
weekly for two hours a day. As the interest and participation in our program
began to grow, we soon had to hire another part-time instructor to come in
another two days a week. We attribute our early success and even the success
that we are currently experiencing to two main factors. First, would be the
support of the Atlanta Board of Education and Mead Packaging Management in
committing the materials, the facilities and the instructor. All of these
provided the opportunity for our adult employees to participate in Adult
Basic Education. And secondly, we were fortunate enough to get a very dy-
namic, dedicated, and talented instructor, one who was able to relate very
easily with our top management as well as our production employees on the
floor. It was not an uncommon sight to walk in her classroom and see fifteen
of our students in there and back in th: corner another fifteen children.

She would encourage those students to bring their children to class with
them, because so many of them had to baby-sit in the afternoon. It was a
beautiful sight, and she kept them all busy.

e emnmme i

In January of 1969, Mead Packaging was awarded an MA contract iu con-
junction with the National Alliance of Businessmen and the U. S. Department
of Labor. Our objective was to hire and train 180 disadvantaged individuals.
This was a two year contract. Because a major part of our training program
i was to include job related basic education, we felt the need to hire a full-
. time instructor. And this we did. His job was to teach job related educa-
tion to our trainees as well as to conduct the adult basic education classes
for our regular g&oductfon employees. In Novemrber 1969, we ente~ed an ex-
panded program. /The Atlanta and state boards of educaticn p:t.vided us with
a complete learning center ~~one of the first of its kind initiated into
industry. Approximately $6,000 worth of educational materials were available
to us for our very first class in the fall of 1969. In January of 1970, our
program was further expanded. Then the Atlanta Board installed an electronics
learning laboratory. This new equipment included fifteen studv booths with
headsets and iustructors' master console. There were two tape decks with the
master console and a turntable. Also with this equipment we had many pre-
recorded tapes, -filmstrips, records, a television and books on various top-
ics --mathematics, social studies, science, and even areas for individual
development.

[

Ou. next effort was to invite representatives of industry in our area to
come to our facility for lunch. And we did this to solicit them to go out
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into their plants and invite their employees to come to our facility. There
would be no cost to either the company or to the employee. We also adver-
tised through the various news media for individuals in the community who
felt the need to advance themselves educationally, to come to take advantage
of our facility, and again with no cost to them. The only commitment they
were to make was their own time to continue their educational development.
With all these people coming in, we realized that many of them would be com-
ing in for different reasons. Of course, our first effort was to find out
what those reasons were -- some to advance himseif so that promotional oppor-
tunities would be available, some wanted to obtain their high school diploma,
some simply wanted to catch up with their children, and some had only specific
objectives as how to write a check. Of course, there were also some who just
wanted to learn for learning's sake. I was a little suspicious of those
because our instructor was very, very attractive. These diverse reasons de-
manded highly individualized programs, because there were so many for so many
different reasons. Of course we tried to provide these individual programs.

We divided the program into three phases. Phase 1 included the job
related ABE; this was for training in our disadvantage program. Phase 2
included instructions for employees who had completed less than the eighth
grade or were functioning below the eighth grade level. Under Phase 2 we
divided this into three levels from grades 0-3 was level one. The grades
4,5,6 category was labeled level two and 7 & 8 was level three.

Under Phase 2 we also took care of specific objectives. I recall spe-
cifically one lady who had worked for Mead for thirty years. She called to
find out if she could participate in our ABE sessions. After receiving an
affirmative answer she came in for us to assess her aims and interests. She
said that her children had been writing checks for her all her life and she
had gotten tired of it and she wanted to learn how to write a check herself.
This is all she wanted to do. We had many similar incidents. Phase 3 in-
cluded our GED program. These were for our employees who had completed the
eighth grade but did n~t stay to get their high school diploma. They wanted
to prepare themselves to take the GED test. Fortunately, we had our first
group of persons taking the GED test last year or '70. We had ten persons
in the preparation. All ten went down, took the test and successfully passed
it the first try. Needless to say when you are trying to sell a progranm,
this is the best drawing card available. This shows that people do not learn
simply by being told, but by experiencing the consequences of their actionms.
The people in the plant coitld see the tangible benefit of coming to our
classes. And this greatly improved our recruitment efforts. We also were
able to convey the fact that learnirg can take place in other situations than
the old classroom. It takes imagination, it takes materials, facilities,
supplies; it takes commitments from the management and the Board of Education.
But most of all we find that it all boils down to the instructor. No matter
how much equipment you had in there, you've got to get an instructor who can
relate to the employees, who is able to find out exactly why this guy is in
here. We call this entering behavior. When a guy walks in the door, we like
to find out what his aim is. If he simply wants to learn to read certain kinds
of books, then it is irrelevant and unnecessary to construct a program of
mathematics for him even though we might feel that he needs it. So I'm
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saying that the instructor is the key and what he teaches must be relevant to
the learner.

MODERATOR: In conjunction with this matter of communications I can't
resist putting in a word here. I happen to be involved in a very extensive
research project in which we are contacting some 30,000 employees in a com-
pany to secure information about communications. One of the questions that
we ask is, how do you like to receive information about your company from
your company? I am amazed at the number of responses that 1 am getting back
that say, "I would like to get it from my immediate supervisor if he were
informed and knew the facts, but they don't." I would like to point out that
we sometimes emphasize communications to hourly workers,vet frequently, we
fail to communicate to those people who have a direct responsibility for com-
municating to those workers. We fail to supply our supervisors with the
first-hand information they need in order to keep this communication chain
going. I may add one more thing to your list on how to communicate. We
are also getting a large number of responses to this question by saying, "I
would like the opportunity to take a tour through the plant." They have no
idea how the rest of the organization works and how their job fits in with
the other activities within the organization. I surmise many of the emplovees
in your companies would like the opportunity to do something similar.

61




Discur ion

MODERATOR: I wonder how often you've heard phrases such as these:
He didn't follow instructions, he didn't understand what I said, he didn't
read the bulletin, what did I say that hurt her feelings, why didn't any-
body listen to me? These are some of the questions it seems to me that
these people have been addressing themselves to and I think that all of
them have made very fine presentations and are ready to entertain in a
very expert manner your questions.

AUDIENCE: What measures of success from your program relative to the
180 you had can you cite?

ERVIN: Of course this does not mean we brought in 180. We did have
turnover, some controllable and some uncontrcllable turnover. But we feel
this program was extremely successful because of our retention figures and
the upward mobility experienced by our trainees.

RUNDLETT: We have many instances, and incidentally we have conducted
them from the Atlanta Basic Adult Education Program here in our syrup
factory right across the street. This was very high in success. As I
recall, we had only 1 drop-out of 31 people. This was on a voluntary
basis, after hours. So, I'm all for it. We have it in Chicago. But
when we go to some of the other places they say we don't have enough
people to make up a class. We've got maybe just one or two people, and

tone fellow needs this level of math and another needs this level of
reading comprehension. And, very frankly, I haven't found the answer to
it although we've been beseiged by Mind, Inc., and Learning Foundations
and all the others. But I haven't found the answer and maybe some of
you people can help me.

FULLER: We are moving rapidly into the area of adult hasic educa-
tion in what we call programmed instruction. It is when we diagnose the
level of the student, where he is in math, etc. We start him out right
there. With this type of instruction he can proceed individually at his
own speed. He is not in a group study that all the people in the group
are taugnt decimals. He may not need this; he may need something else.
With this type of instruction we are able to more adequately take care
of the serious needs than we have heretofore. We are not there and are
trying to get there. Does this answer your question?

RUNDLETT: This is exactly what I directed myself to. Let me cite
two instances that might make it more meaningful. Both were in Baltimore
only a few months ago. One of these was a fellow who was training to be
a route salesman which involved selling Coke out of the truck to the mer-
chant. He could do everything, drive the truck, build the displays and
everything required; but he couldn't write up a sales ticket which was
simple addition and multiplication. And we had what we called an "idiot"
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card. And it had a lot cf the multiplication done for him. Actually,
in California, we've gone further than that. We've got the sales ticket
pre-computed on a computer so that they're extended a day ahead. Maybe
this will solve a lot cf our problem. But here was a man whose earning
level could have been increased by 25 or 30 per cent from an almost sub-
sistence type job to a really meaningful job and an opportunity to go on
and possibly make supervisor. Another instance was where we had a man
doing plain manual work in shipping and loading, making a bare level of
existence pay. He said he wanted to become a fork-lift operator, and we
said fine because the other man was moving out. So, we taught him to
drive the truck but then he couldn't read the job orders for load-ups.
So here we had two different problems--two different individuals whom we
would have liked to help, and for one reason or another they weren't
motivated enough to go to night school. We had no way, we couldn't find
any devices or tools or programmed instruction to help these two indivi-
duals overcome their hurdles. If we had, we would have had much more
loyal employees; they themselves would have spread the word in the com-
munity that "The Coca-Cola Company has helped me to succeed and maybe it
could help you too." It would have been a great thing if{ we could have
done it but we just didn't know how.

FULLER: In the instance where you had a laborer motivated to become
a fork-lift operator, the instructor could have found information compara-
ble to his reading level. It would have to do with fork-lifting; he was
motivated right there. We recentl, did a job for a local company. The
problem was reading route slips. The teacher did not bring in a textbook.
It lasted around three months. She used the route slips that were used
on the job. This is the way she taught the communication skills and the
arithmetic skills. There is no such thing as two people at the same level,
ever, as you pointed out.

AUDIENCE: Mr. Ervin, do vou have any problems like that?

ERVIN: Yes. My first question would be: If the man could not meet
all the requirements fi.r the job, and reading job orders is one, why was
he promoted in the first place? You might have been able to provide a
motivating device by saying, "If vou learn this, you will be promoted."

RUNDLETT: We did, but he wasn't motivated enough to go to night
school. We didn't know what to do in our own plant. We didn't have a
classroom set up. What we needed was a one-to-one situation--one teacher
one student. He could take off 1/2 hour early every Wednesday afternoon
for 2 or 3 months until he could clear this hurdle.

ERVIN: Ncw, we did meet this problem. We had an instructor who
normally taught in our job related adult basic education courses. Our
instructor, before he taught the class, went out on the job. He learned
the job descriptions and breakdowns to find out exactly what was required.
This is what he taught in the classroom. He used job order slips that
are major to a problem like that. But in education there is a point of




no return. It's discouraging, but there it is.

RUNDLETT: T would still like to have an answer to my other question.
When you just have one individual, what materials or resources are avail-
able to us either through local community schools or perhaps others?

FULLER: Let me respond to this for I have not answered what you asked.
With the one student, you would not have an ABA or 12 per 3 hours of classes
and this is a state regulation. But for your student where you have one
man in the plant and you do not have enough to constitute a class, there
are 12 learning or dropping centers in the city that are open--some 12
hours per day--that this man could be programmed into, possibly in his
neighborhood. 1 believe this is what you are after.

RUNDLETT: Then I will have to ask you, if you are familiar enough to
answer, is this generally available in most metropolitan areas across the
country?

FULLER: I would say, Yes. Maybe not to the extent that we have de-
veloped it in Atlanta. You mentioned Baltimore. I would certainly say in
the Washington area these centers would be available and set up for the
purposes you are talking about, where a stiident cannot get education where
he is=-to attend an in-service training session in his plant. A learning
center is available there at odd hours. We have one oper from 12 a.m. to
8 a.m.

AUDIENCE: Mrs. Gurley, do you pay for the time and materials in your
training program?

MRS. GURLEY: Yes, we do.

FULMER: Let me pose a question to the panel. The situation described
by Mr. Rundlett of Coca-Cola where you have one individual with a serious
learning handicap, what would be the possibility of assigning a "Buddy"
to do that sort of training, whe..e you have a one-to-one relationship?

MRS. GURLEY: I think you are very fortunate that you would have only
one person that would need that kind of instruction. We thought we would
only have 4 or 5 people needing basic reading and writing but we ended up
with 32. So I believe there would possibly be more if you would scout
around.

RUNDLETT: I am sure there are more people in Baltimore and we hope
to get classes started up there this next fall. But we do have small
operations with 10 or 12 people where there is just one who needs special
help of some sort.

AUDIENCE: One thing bothers me a little bit, is how do you find the
time to let your hair down and sit down and talk to your emp loyees on a
one-to-one basis away from prejudices?
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DAVIS: One time I would suggest could be the lunch hour where super-
visors or cooperative employees could do this. One instance I know of was
at the Life Insurance Company of Georgia where one of the experienced em-
ployees would take a black girl to a table with some others until she gets
accustomed to them and begins to communicate. The best time would be an
informal time aad the only one at work would be the lunch period.

AUDIENCE: Mrs. Gurley, what I'd like to know is what form of compen-
sation if any, other than psychological did your "Buddy'" get for doing this
service for you? And the other question is related to the employee of the
year and employee of the month: I would like to know how this employee is
selected and on what basis.

MRS. GURLEY: On the "Buddy" system, if the person stays with us six
months that has been trained by the employee, they are given two days pay
extra bonus. If they stay with us one year, they have two extra days added
to their vacation that year. Now on our employee of the month, we take
recommendations. We ask for recommendations from all supervisors for em-
ployees in their department. I'm not quite sure that is the best thing to
do. I think if you could have it so more employees participated, it would
be fine. But we tried that and we found just human nature, being what it
is, that twelve employees in a department would get together and vote for
their friend for employee of the month. And maybe she just wasn't worth
anything. So we found that wasn't a very successful way. So we take an
evaluation from the supervisor, getting his recommendation. The emp!oyee
is discussed in staff meetings for merits as to why they should have it or
should not have it. We take as many nomiuations as anyone wants to put in.
Then the entire staff votes on the employee of the month. Then for the
employee of the year, we take the twelve employees of the month for the
whole year. F1 m their personnel records for that year and the evaluations
that have been put in their files for the whole year, including any out-
standing letters that have been handed in on them, we then vote on the
employee of the year.

AUDIENCE: Mrs. Gurley, in your presentation you mentioned how you,
the employee, and his "Buddy" sat down and discussed all the ways all the
employees, as well as the supervisors, could help each other.

MRS. GURLEY: I think you'll remember when I did the evaluations, the
supervisor, the "Buddy" and I went over it first. Then we discussed it
with the employee. Now you're not going to be able to select a '"Buddy"
who will not be partial in his judgment somewhat. You must be careful that
the "Buddy" you select will be fair. I think evaluations of employees are
nc good at all unless you level with the employee about them. I had one
supervisor who turned in her annual evaluations and said, '"Can you just
put them in the file and hide them?" I said, '"No, he is going over it, so
you be sure it is what you want him to know." And this makes the super-
visor honest. Also, an evaiuation is no good unless the person knows about
it.




AUDIENCE: When the employee hears an unfavorable judgment, does he
automatically have a mental block against the supervisor?

MRS. GURLEY: I have not had that problem. I think that is a result
of the kind of questions asked. We made up our own and tried to make them
fair.

AUDIENCE: I would like to ask Mrs. Gurley about the disadvantaged.
Do they adapt very well and participate in company activities?

MRS. GURLEY: I think I can answer. It is extremely difficult because
most c¢f their problems are not with the job but relating with the people
with whom they work. And they have tremendous problems initially in this 1

area.

AUDIENCE: Mrs. Gurley, in your employee of the month program, do your .
people have to meet specific criteria or is it subjective ratings by the ’
supervisors?

MRS. GURLEY: It is subjective rating.

FULMER: On that question, when you said subjective rating, you are
specific in the facts given, pro and con, and made in simple language that
they can admit the truth. Is that right?

MRS. GURLEY: Yes. We do not have any certain form but they know
certain criteria must be met such as attitude, punctuality, attendance,
loyalty to the company and fellow employees, manners, and grooming. There
are a lot of things included in the evaluation.

AUDIENCE: I would like to direct this question to the whole panel.
There are a number of publishing houses who sell little flyers to put in
payroll envelopes. Do you find these effective in communication?

MRS. GURLEY* There are many that are not helpful to us but I have
used scme and found they are not effective when timed more often than every
3 months. So I do it when least expected and on pondering type subjects.

AUDIENCE: Thank you. We use them on absenteeism. Mr. Davis, would
you care to comment?

DAVIS: Well, many black employees grew up in the environment of their
parents, not going to work on time. The way to remind them would not be
by a note in the pay envelope but by a reduction in pay for being tardy and
that sort of thing. It is a tremendous habit which is hard to break. We
do it in our situation by simply saying you can be absent any day but Mon-
day. 1If you deprive them of absences, then resentmeat is built up. If we
get them in on Monday, they will come the rest of the week. Now with new
employees we have to reach in the pocketbook. I don't know any other way
except that which will be eff:ctive. I think there needs to be an
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explanation by having a conference. So the only effective way I know is
through the pay check.

RUNDLETT: I would like to address this question to anyone qualified
to answer. Does any companv here have a 4-day work week?

AUDIENCE: Yes, we tried this. I work in a shoe factory in South
Georgia. We tried it about 3 months. We finally abandoned it because we
couldn't get people. The factory ran 24 hours a day, 6 or 7 days a week.
Everyone wanted Monday through Thursday. And nobody wanted to work Friday
through Sunday.

AUDIENCE: A company in Florida had the problem you just mentioned.
They had an odd set up for one of their shifts. It was designated the
third shift which worked 1C hours Saturday and Sunday and 10 hours Mcnday
and Tuesday night. We found this to be a few percentage points less popu-
lar than Monday through Friday. It may be because Florida has many recre-
ational opportunities. This also was very convenient for students working
there.

DAVIS: I would like to know how many of you have or are now partici-
pating in the minority employment programs and what did you find relative
to absences on Mondavs or tardiness? Did vou find any solutions because
it would help us in doing our training programs?

FUWMER: I would like to digest for you an article I read on absentee-
ism of the Hard-Core. It was reported by a manufacturer of electrical
equipment. Absenteeism was very high initially. They found two very im-
| portant factors contributing to a high absenteeism rate. First. many
workers couldn't figure out a bus route because of reading and calculating
: problems. The company helped to determine bus routes and started a pickup
service. But that was not the major reason. They checked into their back-
grounds and found that almost none had alarm clocks. So the companv fur-
nished clocks and showed how to allow time for getting up, etc. After
this the absenteeism rate fo- the Hard-Core dropped below that of typical
factory workers. I dm sorry that I cannot remember the article because I
read it some time ago.

AUDIENCE: We had a job program for disadvantaged people. And, there
is a difference of opinion between me and the government representatives
who come to inspect our program--it being whether or not to identify these
emp loyees to their fellow employees and supervisors. I would like to hear
someone's opinion or comment.

DAVIS: The quicker they can be absorbed wicihout that identification
the better off they and everyone else will be. We have a «<imilar oroblem
when training people from various agencies, like the Department of Family
and Children Services. We once had a group of unwed mothers and instead
of training them as a separate group we mixed them in with other groups.
They were absorbed at once and ro one could tell them from a wed mother.
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AUDIENCE: The representatives from the fedéral government were very
appalled that these people were not identified to their supervisors and
fellow workers. Their reason being that they needed extra attention and
patience. I couldn't buy it.

AUDIENCE: 1T think the supervisor does have to know and also the
"Buddy" if you use that system. This is because special consideration has
to be given. I do not think this information should be let out to the
other workers because the man has to be absorbed quickly.

ERVIN: We had a similar incident and we took the new workers or a
plant tour. This caused problems because it was known to the employees
who these new people were and everyone would stop working to watch them
go through., So, we gave them note pads to carry, then everyone thought
they were inspectors and didn't stop working to stare.

AUDIENCE: A federal representative talked to us 3 weeks ago about
their program. There are several parts of the program; for the '"on the
job training" part, they're in favor of letting workers mix. But, when
it comes to the personnel file, it should be kept separate and labeled
"Hard-Core" for quick identification.

MODERATOR: T will give a little back up. Some of you may be wondering
why we're looking at problem counseling for workers. Actually if your
worker is troubled, irrespective of for what reason, he is going to be less
effective. Sometimes a little word of advice from the right person will
set this man back on the trail. As you know I began working on this pro-
gram in December. I had several hundred telephone calls and had a lot of
suggestions back and forth, and as I pointed out to you previously, this
conference is an outgrowth of other conferences we have had. This is to
obtain information available from the business and .ndustrial sectors
which the academicians do not have. We are trying to get passed on to us
that information. This sort of thing struck me! The average worker doesn't
have much education, particularly hourly workers. Seventh grade education
maybe and he has done pretty well in school! The world we live in is very
complex. Most of the time he is confused and he may be lost. And society
and the politicians have failed to recognize this. Have they not? There~
fore, we have created agency after agency to try to help these people. And
these agencies are well meaning and well organized. But they have the same
problem with them that you have, and that is communication. About a decade
ago I was doing work in a Ghetto area across town and we found that people
there didn't know that they could get medical help at Grady Hospital. They
had. 't been there, and even after we told them how they could get there,
they couldn't find their way to the hospital. Now this is pathetic. But
the person, the outfit, the organization that has continuous contact wi*th
the workers is the employer. Everyday some supervisor is in touch with
that man. He knows that sometling is troubling him and he might diseover
it, or if not send him to a counseling session. I would like to wventure
that we are opening a new frontier here! 1 am not advocating that you take
on large financial burdens. I am just saying let's think about it! We
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are spending billions of dollars to accomplish certain things through the
federal government. If we had some way of funding these programs through
companies in a minor way, we would have a magical way of accomplishing some
of the things we want to accomplish.




PROBLEM COUNSELING FOR WORKERS

Comments On The Open Door Policy
by
R. Earl Green
Associate Dean
College of Industrial Management

Let me take just a minute here, since I do deal with this open door
policy from time to time, and talk about some of the issues involved in it
briefly. I should like to talk about why this open door policy comes into
question, why it is essential, and how it can be abused. Let's establish an
organization chart, as shown in the graph on the next page, and suppose that

we have a general manager, a division manager, a department manager, a branch
manager, and a section supervisor.

Now, we can talk about the open door policy at any level here. Let's
assume that the General Manager originates a statement saying that anybody in
the organization below his level is welcome to visit him with their problemns.
Right! Why does he do that? Well, this is very simple. It is what we call
the filtering effect that takes place all up and down the line, as you proba-
bly know. Let's just suppoce that I am in this second rank position of Divi-
sion Manager. Now it is true that T have an obligation to report to my
superior those things going on down here at lower levels that he should know
about. As a matter of fact, if gripes from employees exist down here, whether
they are operating emp’oyees or other supervisors, I have an obligation to
speed this information up to him. Aaid I may be honest as I try to feed it up
to him. But the only thing that happens here is that I filter out those
things that are going to make '"Green" look bad. I may not intend to do that,
tut then, on the other hand, I may intend very purposely to do that. But it
has the effect anyway, because I would be pretty stupid if I reported to my
chief something that's going to make me look bad, particularly if I think I
can shade it or color it to remove all the mistakes that appear to be mine.
Well, so far, so good, except that this is a part of the over-all information
system which to this point isn't very good with this filtering out having
taken place. Why have it then? Well, as Mrs. Gurley pointed out this morn-
ing, you must have people who give information. You ..ave to have people who
receive information, and we have to have a closed circuit for this information
and communication process. Therefore, we use this device to make it possible
for anybody at any level to come up here to see the chief (General Manager).

Now, you may say, so far, so good, except what happens in this case.
Well, there are a couple of difficulties here that are inherent in it. Sup-
pose that I state to the Department Manager that we follow the policj of
having 'open door," I will listen to anybody. Now when the person wHo wants
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to come in and talk about a problem, he or she is met by the executive sec-
retary who says, "Now what is it that you wanted to see Mr. So and So about?"
and that cuts it out right there. Because that person may very well not
trust the executive secretary, he says, "Forget it!" Or perhaps another re-
sponse is given, "Well, he is pretty busy right now. Could you come back
tomorrow?" Well, that is reasonable one time, but when you come back tomor-
row and the response is, "Well, he is pretty busy again today, could you come
back next week?" Now, here is a case where communication has taken place in
a very effective fashion. It has been communicated very effectively to that
employee--don't come back any more, the open door isn't really open, and so
cynicism has set in now. The open door doesn't exist any more.

Now, that is one side of the problem. The other side of the problem is
what's going to happen with this Department Manager if he does, indeed, lis-
ten to the problem, listen to the "beef," the "gripe," and decides to do
something about it. It ig very important how he does something about it.
Let's suppose that this is the problem right here. This girl mentions it to
the supervisor who shouldn't have been there in the first place. Let us
suppose that this supervisor is the problem. So, this General Manager goes
down here, and he begins to go around his Departrent Manager, Branch Manager,
and around his supervisor and direct to the employee. Well, he has respec-
tively removed these three from the management ranks. He has decimated their

authority. He is pretty well on his way perhaps to correcting one problem
but creating a lot more.
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Occupational Medicire Today and in the Future
by
Robert P. Cunningham, M.D,
Medical Director
Southern Bell Telephone & Telegraph Company

YAt

It is a pleasure to participate in this conference on productivity. I
am sure that everyone of you would agree that productivity is related to the
health of the employee. Without good health, mental and physical, producti-
vity is certainly not lik=1ly to 1increase and, on the contrary, quite likely
to fall. I would like to discuss with you :>day occupational medicine and
[ its role in the work place. Let me begin w.th a little about the history of
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occupational medicine and define this rathe - vague and somewhat foreign term,
to me a few years ago, and I am sure to most of you now.

R ——

[ : Initially, in industry the employer was the owner of the business and
L had no responsibility for the employees except to pay them. If the employee
became ill or injured and unable to work, he was simply dropped from the pay-
roll. The employee had no recourse except in the rare instance when injured
on the job and when he could prove that there was some sort of negligence c¢n
the part of the employer, as being responsible for his injury. This relatiom-
- ship seemed right to the pecple at that time. But, gradually, concepts
changed. An important milestone in chis area was the Workmen's Compensation
laws that developed in Western Europe in the last part of the 19th century.
These laws provided that if an employee were injured on the job or made ill
because of and in the course of his employment, the employer must provide
- medical care plus a portion of his salary while he was ill or a death benefit
if he died. These laws then spread to the United States around 1911, and
with slight variation now exist in all of our states. The Workmen's Compen-
sation laws provid.. a real economic incentive to industry to develop special
programs, to develop medical services. Initially, these medical services
were concerned primarily with that of on the job injuries. They developed
systems by which injuries could be promptly treated. Thev then began to
examine applicants to try to assure the company that only those with normal
health standards were hired into the work f-rce. Obvious benefits began to
accrie tv t“2 employee here, although these programs were initially put iato
effect for the benefit of the employer. Ducing the 20's and the 30's organized
labcr began to gain some solid footholds in our country and made substanrtial
progress in obtaining higher pay for their members. During World War 1I,
wages being frozen, additional benefits wcre gained in the area of hospitali-
zation, medical services, and disability insurance. These things cculd be
bargained for in spite of the wage freeze. This has continued and tecaase
groups could obtain better and cheaper medical insurance than individuals,
it is usual now in most of our industries that the emplover will provide all
or most of the benefits to employees as part of the compensations for their
labors.
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It is clear, therefore, that when an employee is put on the payroll
many of our companies thereby, to a degree, guarantee that he is going to
have a continued income whether he works or becomes disabled due to an
illness or an injury either off the job or on the job, depending of course
on various factors such as how long he has been with the company, etc.

Occupational medicine is a difficult term to define and some have even
said it cannot be defined. But let's see if we can make it a little clearer
for you. Occupational medicine is a term we use now, whereas in the past we
called it industrial medicine. You have also heard of the "industrial"
physician and "industrial' nurse. It was felt that this term was too narrow,
too limiting, that the word industrial automatically would tend to exclude
or omit workers in various fields, such as construction, agriculture, Civil
Service, education, retail trade, transportation, and so forth. So the more
inclusive term "occupational medicine" is the accepted term now.

Occupational medicine, then, is a specialty field of medicine that is
concerned primarily with three areas. (1) It is concerned with the appraisal of
the individual's health. It is concerned with the maintenance, the resto-
ration, and the improvement of the health of the worker through the appli-
cation of preventive medicine primarily. 1In addition, of course, tc
emergency care on the jobt, rehabilitation following illness or injury are
other ways in which this is accomplished. (2) The promotion of a productive
and fulfilling interaction between the worker and his work through the appli-
cation of the principles of human behavior. (3) Occupational medicine is
concerned with the active appreciation of the social, the economic, and the
administrative needs of both the worker and the work comnunity. This, then,
is a rather broad definition that covers in general terms pretty well what
is involved in occupational medicine.

My physician friends who are not familiar withn occupational mecdicine
ask me, "What do you do?" What does an occupational physician do? What
service does he perform? He doesn't act as a private physician. He doesn't
make house calls, what does he do? What does the program involve? And I
think even though this definition is a good one, it is still rather general
and broad and doesn't answer tiiese questions too well.

An Occupational Medicine program can vary tremendously from industry to
industry. Western Electric which is the manufacturing and the supply unit of
the Bell System has prcbably close to 200,000 employees now. It has one of
the largest medical staffs and one of the best occupational medicine programs .
of any industry in our country. For these nearly 200,000 employees, there is :
a staff of over 200 full time nurses, over 45 full time physicians, over 75
part time physicians, and many technicians. This is a large medical program
for a large industry. The majority of enterprises in this country, of course,
are small and employ a few people and are not covered by such a medical
program as this. They may have no relationship to an occupational physician
as such at all. They may simply relate to a private physician who practices
in the commurity, who helps them with their annual medical evaluations, and
answers their needs in time of an industrial accident.

74

Q

ERIC

A FullToxt Provided by ERIC




what I woLld like zo 2o is 1o Jescribe 0 Moo waaloan emplovee might
experience as he apsroachis the 102 and as n.ors anpouine for itoand wew he
might relate £o an occopational medical Proaras os Oc vvaiilacs {oowerh Lor
a company through the vears. And hopefullv, this will help vou to huow 4
little more of just what we are talking about when we use the term "Occu-

"

pational Medicine' and "Cccapativonal Phvsictan.

HlE ey e

Let's begin with our emplevee prospect as he approacnes the company of
his choice seeking emplovment. After he has gone throuch the initial inter-
view procedure and the company decides that he fulfills their needs and thev
desire him as an employee, he is referred to the medical Jdepaitrtment for A
pre-employment evaluation. Hopefully, this evaluation is going to consider
all the physical and emotional factors in this individaal's make-up and .
background and will fit him tc the proper job from a phvsical aud emotional
standpoint. During the pre-emplovment evaluatioa, we Jiscover in his history,
not in the physical examination, mind :ou, but 1n the health history, that he
has had several episodes of back trouble. This began while ho was 1a school
and occurred when he lifted a heavy object. He experienced back pains that
lasted only a fewdays, but was incapacitated at the time. And then on
several occasions in the ensuing years ic experienced some recurrences so
that now nearly every time he is involved in lifting, or stoopina, or must
be in a cramped posture for a long period of time, he expericnces some
aggravation of this back problem. He has been thoroughly eviluated, aud
there is no apparent disc disease, and there is no need for surgery bat
he has what might be described as a "susceptible' back. We advised the em-
ployment office of this finding and that this employce is entirely acceptable
except for this limitation. We feel that he is likely to continue to have
this trouble in the future. We would advise employment with the limitation
that he avoid lifting over a certain weight and avoid assuming certain
positions. It is hoped that this company can find several types of jobs
that are not involved with lifting and manual labor and will have a spot in
which they could fit him. So you see we have done the emplovee and the
» company a service by fittinz him to the job for which he is physically
qualified.

Well, our employee gces r.long very well the first year and then he

begins to incur absences fro:i the job. His supervisor worries about thiye

1. 's -qore frecuent than usual. It involves illnesses and complaint: that

don't seem to be of much -1,nificamce. He complains with headaches, m Id
s backaches or colds, or so“e throats, etc. The problem reach-s such a
proportion that the su;c. sisor feels something mest be done,  he doesn'c
: know exactly what course t- take, so he calls a mecting with the me lical
department and the employee «nd they sit down and discuss his« attendance
and arriving at no quick and ready solution, they decide thac a medical
evaluation is in order to determine if there is any health factor that
might be causirg this absenteeism. The employee is referred to tae medical
department where this evaluation is done. Again, the cxamination is pr.tty
non-revealing and his healti; is generally good. The employec has sof.cred
from various minor things; he has hay fever and a little »inus headache
occasionally, and has some mild backaches, but he has heen subject to these
rather minor physical indispositions and simply ~taying at nome.  This in a4 -
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way of life that he has learned. Besides that, some of his fellow workers
do the same thing. So, this is a pattern which he is following. A little
counseling and advice about his medical problems, where he might receive
aid for these and what attention he migh. get on the job through the medical
0 department or from his own private physician is given and this opportunity

is taken to explain again to the employee his own responsibilities about

; , attendance and about coming to work in spite of these minor complaints. We
hope that the supervisiou of this incidental absence problem will result in
an improved record. You might feel that this is not a real problem to
industry, being off a day here and a day there. But when you analyze the
records of many large companies, you find the "incidental absences'-- and in
Southern Bell we use this term to refer to any absences less than 7 days--
are economically just as important as the more prolonged absences.

- W

Cur employee now is progressing very nicely, and his attendance has im-
| proved and he is getting along very well and then he has an on-the-job
injury. Fortunately, it is not a severe one. He incurred a puncture wound
of the skin with a bruised muscle and under ordinary circumstances without
a company medical department being available he would have to spend about
half of his day traveling to a physician and waiting to be seen to receive
his tetanus suot and his treatment and has used a good portion of the day
befrre getting back to work. The in-plant . lical department manned by a
rurse in this instance would have saved a lot in terms of time and cost for
an injury such as this. In addition, the employee, soon after he came with
the company a few years back, was given his tetanus shot, as he was in need
oi a booster. This proved to be a wise move because he's now suffered a
puncture wound a few years later and all he's required to have now is another
booster, rather than more expensive treatment. Had he experienced a more
serious injury we would have become involved in a somewhat different manner.
He would have been referred to a company or to-a private physician for treat-
ment and we would have been involved more with his rehabilitation and his
return to duty through communication with his doctor and his supervisor.

N
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Well, he is back at work now from his minor injury and has no particular
problem. He begins now, as he has been with the company a few years, to
undergo various types of annual examinations. He may avail himself of an
annual screening physical examination if he qualifies for this. This exam-
ination, we hope, is going to detect disease early in its course and allow
for treatment that may prevent more serious problems later in life. In
addition to that, many companies, of course, sponsor mass employee screening
evaluations; tuberculosis, chest X-ray screening, diabetes screenings,
visual and glaucoma screenings; and he may benefit from a preventive uedical
standpoirt in having these conditions detected.

Our employee has now reached the age of 50 and one Cay he suifers severe
chest pains while on the job. He is brought to the company medical facility
and the presumed diagnosis is a heart attack. Life-saving measures might be
applied in some instances of a heart attack by the company nurse or doctor
right there on the spot. He is referred to "1is private physician and counsel
is maintained with this phycician by the company doctor. Here, of course, the

-~
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company legal department and the benefits de-artment v have some questions
for the medical department. This on-the-job occ-rercs of his heart attack,
does it have anything to do with his job? Was he doing anvthing at the time
physically or emotionallv that might have precipitated this heart attack?

It makes a great deal of difference whether it hecomes a compensable injury
or not. His own department wants tc know how long he is gzoing tc be off.
Will he be able to return to his original 3job? Will he have to come back to
some limited duty?

Here, the occupational physician plays a vital role and acts as a
liason between the private physician and the company. Rather than waiting
until six months later and finding out that he is not going tc be able to
come back to that job after all, we had better get busy and find some other
type of work for him. We determine after a ronth or two that the likelihood
is that this emplovee wili not be able tc return to his original jonh. He will
need a chaage in jobs. S0, while he is out recuperative plans are being made
to shift him to another position when he does return. The company physician
in supervising this illness, of course, is not going to urge him tc return
sooner than he should under ordinary circumstances. But, oftentimes, a
private physician treating a case is not aware of the type of job that his
patient performs. Rather than let the individual go bhack and nroussitly sub-
ject him to some unusual stresses, he simply keeps him out two or three
months longer than is the average. Here the company physician can communicate
with the private doctor, let him know what work is available, and ¢ncourage
a return as soon as is practical.

The supervision of a long-term illness like this, as I mentioned pre-
viously, is equally as important as the control of short-term absences.
The reduction of the severity rates of absences is a very important cconomic
factor for industry. In Scuthern Bell, for example, last year we had some
8,000 employees who were absent for an average of approximately 35 days per
case during the year. Thirty-five daysis the "severity rate.'" If we could simply
reduce this rate by just one day we would save in the order of $80,000 -
$100,000 in salaries alone. It has been estimated for the entire Bell
System that if we could reduce the severity rate of absences by three or
four days we could pay for the entire cost of all the medical departments
in the System through the salary savings alone.

Well, our empioyee roturns for this change in jobs now. Fortunately, he
is not one of these who has tc avail himseli cf some of the other programs
that the occupational physician might o"fer as, for example, in tho area of
drug abuse. This is something we all a,. going to be concerncd with more and
more. We know that both the use and the abuse of drugs is increasing in our
society, particularly in the youth who are going through scnoo' now and who
will bring this problem into the work force. If vour business esn't have
this as a problem now, you very likely will have it ia the near futur.,
of course, some already do. So, the screening of those who may 97~ ubus
drugs both prior to c¢mployment wud after cmployment, is going tc be an
portant function of the medical dcpartment. Alcoholism is anoth»r prob.
which has been important throughout the vears and will continue ©3 be in the
future. It is estimated that anywhere from 1 to 2 percent of t' c¢amployees




in a company with a large percentage of female employees may have trouble
with alcoholism. A company with a large percentage of male employees may
have as high as 5 or 6 percent with alcohol abuse. Nationwide, the estimate

is that anywhere from 2 to 3 percent of all workers in our country have a
problem with alcohol abuse.

|

I have been encouraged since being associated with occupational
medicine in seeing what can be done. Amazing rehabilitation rates in the
range of 50 ~ 60 percent, of chronic alcoholics have been accomplished in
some companies through their programs. When you are confronted with such
rates as these you can't help being impressed with the potential of an
occupational medical program dealing with this proublem of alcoholism in
industry. These then are some of the areas that have to do with occupational
medicine at present. Now, I would like to touch on some of the things that
may have to do with its future.

We are all well aware of, and are reminded every day, of the health
care crisis that exists. I believe that we should all be convinced that
there is no one health care resource that is going to be the answer to all
people in all areas of the delivery of health care. This crisis is every-
body's crisis and the solution must lie, I think, not in the fragmentation
of delivery, but in new ideas of cooperation between all the delivery
systems in working together.

Some people don't feel that "occupational health" should even be a
word. The individual's "health" that he brings to work in the morning
is actuually the same '"health' he goes home with in the afternoon. We can-
not ever separate the employee's health, mental and physical, from how it
relates to his family's health, mental and physical and his community's
health, wental and physical. One of the roles which occupational medicine {
is playing now and can play more in the future is that of giving the em- )
ployee access to the delivery of health care in our country. So many em-
ployees do not have private physicians. They do not then readily have '
access to the delivery of health care. The occupational physician and nurse
can offer a portal of entry for this employee to gain access to it. They
can see that they are referred appropriately to the right source for care I
rather than bouncing from one to two doctors they don't need to see in the
first place, before they get to the one prepared to offer appropriate care.

As we consider these things, the work place, I believe, is a natural
health care resource for preventive medicine. It is a natural resource for
emphasizing health promotion through education, through screening health

<ams, through immunization programs, through safety programs, through re-
1abilitation, through mental health, fitness programs, weight control,
ant”® -smoking programs and such as these. It has been said that the evolution
.f the modern occupational health program really has praduced the only
large-scale personal, adult health maintenance program in our country. I
am not saying now Health "Care" Program, I am saying a Health "Maintenance"
or Health "Preventive Medical" Program. The occupational health programs

in industryreal.y constitutes the only major programs of this sort in our
country.
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There is a great opportunity in this area of previntive medicine. The
expanded use of para-medical personnel is being written about greatly now;
trained medics coming out of the service being further trained to act as
doctor's assistants. In Southern Bell we arc using registered nurses more
and more. We don't feel that the registered nurse has an advantage over
the physician. We don't feel that she can do a better job than the physician.
We simply don't have enough physicians to do the jobs we z2re talking about.
We don't have enough doctors in our country to perform all of the pre-
employment exams that veed to be performed. We don't have enough physicians
to perform the annual health evaluations needed. Hopefully, we have enough
doctors to sec those who are sick, but here is an opportunity to use
effectively a para-medical person such as a nurse, in performing pre-
employment evaluations and freeing thc physician for moie nceded services.

We are having our nurses perform pre-employments, whicn would not be
appropriate in every industry; however, the nature of our work and the type

of employee that comes to us makes this possible. Our nurses know the type
jobs quite well in the company; they familiarize themselves with job require-
ments and they devote a great deal of time to the taking of the history and to
a brief health evaluation. If any problems are detected on this cvaluation
they are, of course, referred on to a physician. In addition, in some of the
other Bell System Companies, nurses have been sent back to schocl. In New
York Bell, a group of nurses, all of whom had been away from any type of
training for fifteen or twenty years, with an average age in the early 40's,
was sent to medical school. [he company talked to four or five medical
schools before they could finally get one to agree to the program. They took
a group of five nurses to train them in the art of physical diagnosis. They
were put through the same course as the 2nd year Medical student, given

the same studies and the same tests. They did amazingly well. They passed
with flying colors, to say the least, and these nurses are now back in the
occupational medical field in the New York Bell Telephone, performing annual
physical evaluations, in addition to the pre-employment evaluations. They
were not learning how to treat disease; they were learning how to recognize
abnurmal physical conditions.

I would like to say just a word about the impact of the new occupational
health arc safety act of 1970 which you've heard about. This is also called
the Williams-Steiger Act. Much is being written about it now and if you
haven't already been confroated with it, ycu will be. Ihis Act is guing to
affect over 55 million vorkers in our country, involving cver fiftv chousand
enterprises. The Depar.iient of Labor is going to be respunsible for en-
forcii g these ctandards. The Department . : Health, Educdtion, and Welfare,
has a newly oiganized committee {the Natioril Institute for Occupational
Safety and Health) which is going to he responsible for research, for training,
for investigation of toric materiale, for determining sale expusure levels in
those materials we don't already know about. H.E.W. is going to bc responsible
for training the employer ana the crployee in learning how to administer
this Act and what our responsibilities are under the Act. So, I will only
touch briefly on it, but 1 know that we will want (o know more about it and
we will be hearing more in the very ncar future, as our bisiaesses are
visited by inspectors acd we are cenfronted with the »r.cd to comply with the
standards as set forth by thc Department of Tabor.
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I would like to close, then, by saying a few words about mental health. .
Occupational medicine is seeking to find its role in the area of mental
health. It is very easy for us to sit here and think of an industrial en-
vironment that has a minimal amount of stress to it and a maximum amount of l
support in a psychiatric sense, butit is an entirely different thing to
actually create such a job. We are acquiring more knowledge in the behavioral
sciences; we are understanding more about group dynamics. There are a lot
of studies being carried out in this area, so that in the future, we will
know more about putting the person in the proper job, and about giving him
more adequate knowledge to meet his problems. In the meantime, we are
seeing that industry in general is hiring more psychiatrists in an effort to
treat emotional problems on the job and to help managers to understand them-
selves as well as their own people better. You might raise the question of
what does industry have to do with emotional problems. We started out with
a concept of Workmen's Compensation that if you had an accident on the job,
suffered a physical disability, you were compensated for it. It socn became
apparent though, that in the process of incurring this injury you might not
only have a physical disahility, but you might develop a mental or emotiomnal
disability along with it. In other words, you might develop what is commonly
referred to as a "traumetic neurosis.' You lose all five of your fingers in
a big machine at work, you may not care so much about working around machines
any more and you may not care so much for the experiences that tear you all
to pieces emotionally to even get around machinery. You may now be just
disabled in an emotional sense. Of course, this could be a compcnsable
illness. It also may be assumec¢ that mental illnesses can arise out of em-
ployment, unrelated to an injury and be a compensable job-related situation.
Believe me, the courts of our land have given us this responsibility, whether
we chose it in industry or not and the only conclusion that we can reach is
that business has assumed a significant financial responsibility in this area
of the emotional health of its employees.

Prevention is needed. We need to get people in the right kinds of jobs.

When we talk about putting this individual in the right job, it is very dif-
ficult to assess an individual psychologically when he first comes to work.
We need to do a better job of getting them in the right job to begin with.
We need to establish policies within our companies that not only mental
illness, but also alcoholism and at times drug abuse should be considered

- as legitimate illnesses. These are not moral problems for the most part,
but illnesses that should be treated as such and we need to emphasize to
our supervisors that they should help to identify these problems when they
exist in employees and refer these employees to the company medical depart-
ment or to other health agencies for advice and counsel.

——— ] om—l — —-_ L] -— s —— nov—
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The employee himself needs to be motivated to accept treatment for t
illnesses like these and to accept follow-up care. Let me close with two
quotations that I think speak very pertinently to this point of job satis-
faction and emotional health, and to some of the changes that we are seeing,
and the demands that are being made by the employees.

P

The first is from the former labor Secretary, Willard Wirtz, and this i
is a quote from a talk he made in 1967. He said, "Over the years, the '
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changing nature of work has been the cause of the gre-test continuing restruc-
turing in American lives of any major force in our history--child labor, mass
production, the ass:mbly line, automation, unemployment insurance, welfare,
and retirement plans, training and retraining--all have left and are still
leaving an indelible mark on the kind of lives we live and hope to live now
and in the future. It is clear that a new dimension is beginning to evolve

in the company's responsibility for the welfare of the American wage earner--a
dimension is extending beyond the traditional economic measures of employment,
unemployment , wages and hours. We had better start trying to find out what
kinds of jobs satisfy people. We had better get over the idea that the pur-
pose of employment is to satisfy the needs of an economy, and we had better
develop the idea that employment is to satisfy the desires of individuals.

I understand life to be for individuals, rather than for an economy. I under-
stand the individual to be the end and the economy tc be nothing more than a
very mean means."

Dr. Charles deCarlo, President of Sarah Lawrence College, speaks along
these same lines: '"It is not unreasonable to consider the large organization,
spawned and developed through the agencies of science and technology, as an
entity with its own demands for survival, with its own personality and nature,
and with its own peculiar demands upon its individual members. These demands
may at times be at cross purposes with the individual existence of its members,
often causing severe emotional problems. Most psychiatrists would consider
that the individual who is unable to adapt is indeed ill. But could it be
that madness lies the other way? And as we look at pot:atial changes in the
meaning of work to the individual, it may well be that cne organizatic .s
the one which must adapt the most to meet the characteristics, motivations,
needs and demands of the specific individuals. At least, more fully than
has been the case in the past or the present."
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Child Care Services
by
Joseph Gross
Atlanta Representative
Day-Care and Child Development Ccuncil
of America

One of the liabilities of speaking late in a program is that you hear a
previous speaker say more effectively than you can yourself, the ideas you
planned to express. I thank Dr. Cunningham for having done this for me, when
he speaks about new dimensions in employment and new concepts of the role of
the economy in the life of the individual.

I'm here as an advocate for an idea that occurs only on the fringes of
the thinking of industrial managers. I hope you will nevertheless accord me
the kind of response that was attributed to H. L. Menkea. He had a great
volume of mail from people who differed strongly with his views. He adopted
a uniform method of responding. He wrote: '"Dear Sir (or Madam): You may
be right. Signed: H. L. Menken." I hope I get that kind of response from
you for the brief statement that I make about Day Care in industry.

The question of day care for the children of women in industry has come
strongly to the fore in the recent past. But it is not a new question. In
World War II, the economy required the presence of large numbers of women in
the labor force. Congress responded by providing Day Care in war-impacted
areas under the Lanham Act. Some of those centers have survived to this day,
survived without the support of industry, provided on a community basis.

More recently, day care has been greatly expanded by private proprietary
centers, to a limited extent by government funded programs such as ''Head-
Start," and by the emergence of franchised day care operations. Industry
itself has played a minor role in provision of these services.

My statement is intended to set forth some of the issues that may in-
fluence industrial managers relative to the provision for Day Care services.
Employed women with children will not have to be persuaded that child care is
a need that impinges on production. The availability of women for employment
is often directly tied to the availability of resources for child care. Ef-
ficiency of ~erformance and stability on the job are demonstrably linked to
the arrangements for child care made by women workers. One major cause of
absenteeism is the breakdown of individual child care arrangements. Employers
of women who have the resources to explore causes will affirm that the charac-
ter of child care arrangements strongly affects how women function on the job.

The recognition of a link between productivity and day care service has
led a small number of major industrial enterprises to embark on programs to
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provide such services. These enterprises include a major public utility, a
major national bank, and a powerful trade union. Others are exploring the

possibility. It is clear that the issue is on the current agenda of indus-
trial management.

When examining the issue of day care services, industrial managers are
asking direct economic questions. What will it cost? How will it affect cost
of production and productivity? 1Is it justified in the context of employee
benefits and compensation plans? Before attempting to deal with these direct
questions it may be useful to look at some of the wider social and political
choices having a less direct but unmistakable impact.

The first of these points: Women are an indispensable part of the
economy. In 1967 more than 33 million were employed and the number has since
been increasing rapidly. These women were responsible for 37 percent of
goods and services produced in that year. About 1/3 of them or 10 million
are working mothers with children under 18 years of age, and 4 million have
children less than 6 years of age. These working mothers are obviously
needed in the jobs they fill. The economy would simply fall apart without
them.

Point two: Women themselves are increasingly demanding day care, not as
a luxury, but as a right. A few can afford nursemaids, a few can afford pri-
vate nursery schools, but the great majority of mothers have serious difficulty
finding adequate, economical day care when they want and need to work. Day
care is one issue that has united women of diverse views and circumstances. If
any of you have been listening to the voice of the "Women's Lib" movement, it
is loud on one point--the demand for day care for children.

Point three: Congress is on the threshold of action. Proposals for
federal funding of Day Care now has fair support in the Congress. A bill
introduced by Senator Mondale has sponsorship of more than 100 members in the
House and 30 in the Senate. The money in the bill provides 2 billion dollars
in the first year of the program. The immediate outcome of this legislative
proposal is not altogether predictable. The Administration itself has not
indicated its positio... What is predictable, however, is that this issue
will remain on the agenda of this =nd the next congress, and certainly high
on the agenda of employed women.

Now, management may well be asking why does the issue require its atten-
tion. The answer, obviously, is that industry cannot ignore an issue of such
great importance to women employees--an issue that has been accepted by citi-
zens in relation to larger community issues. There is a growing recognition
among top industrial leaders that the problems of scciety cannot be separated
from the problems of production and sales. The Chairman of the Board of the
Durant Bank, Stephen Gardner, expressed it this way in a statement earliar
this year. 'These are special times," he said. He believes that good re-
sponsibl-~ +izenship calls for social involvement and a monetar contribu-
tion *¢ "tive steps that can improve the quality of life for those with
whom w in contact, whether directly or indivectly.




Let me now direct your attention to another dimension of this matter of
day care. A lot has been learned from the fields of psychology, psychiatry,
medicine, nutrition, and anthropology about the crucial importance of the
first five yeais of life. In these five years a child learns fully half of
whet is going to be learned in the whole of a life span. These are the years
in which a child acquires the basic attitude towards himself, the people
around him, and the world in which he lives. Adverse conditions of employ-
ment, and the kinds of problems Dr. Cunningham was alluding to so effectively
reveal that the affect of these early years are all around us. lhey are
present in schools, illiteracy, drug abuse, crime of all sorts, and other
forms of social maladjustment--maladjustments that are possibly too painful
for us to face altogether. There is still a vast amount that we don't know
about the connections between early learning and later performanc: in life,
but this won't serve as an adequate explanation or an adequate justification
of what we already know.

If this brief statement brings the concerns of industrial management
into focus, it involves a number of steps in one, or all of the f»llowing
ways: One, support Title 4A of the Social Security Act. This Act provides
open-ended Federal-local funding of so: al services with special focus on
day care. This funding is now in jeopardy. The Act now provic.s funds to
enable states to expand and develop day care services. I mentioned 4 million
mothers with children under the age of 6. There are, a conservative esti-
mate, 5 million children who need day care services, of whem, perhaps,
400,000 are receiving care in licensed day care centers. In any case many
of the states have looked forward to utilizing funds under Title 4A. These
funds are in jeopardy. Point Two: Consider giving support to the extension
of Federal funding for new legislative programs providing day care. One
bill, for example, would provide 2 billion dollars in the first year and 4 in
the second year of the program. At present, there are 5 million children,

5 years of age and under in need of this care. Point Three: The broadest
kind of leadership of industrial management, that it has exercised the genius,
the imagination, and the resources of industry to initiate programs of day
care under their own or community auspices. The cost of adequate Day Care
under 5 is comparatively high; $2,000 per year for a child can provide the
kind of space, equipment, materials, staff needed for good quality service.
This cost can be offset by parental fees, ranging from $250 to $1,250 per
year, depending on the economic status of the workers involved.

The open-ended funding to which I refer in Title 4A has this potentiality.
Employers ~uld elect to contribute 25 percent of the cost of a day care fa-
cility whi ‘. would then earn 75 percent in Federal dollars.

Corporations, large and small, have already gotten into the provision of
day care. Two divisions of the Bell System have set it up and now provide
Day Care, and thc System as a whole is giving consideration to management
problems that would be involved in the adoption of it on a system wide basis.
I don't know if I am letting a "cat out-of-the-bag" at this time, L.c I
have something which I ventuie the system is concerned about. It seems that
the C & S Bank in Georgia, has established centers in Atlanta and Savanaah,

84




and plans centers in all the counties where the bank is located. And there
is developing modern programs operated by industries in a L.L.H. factory in
Cambridge, Massachusetts. Amalgamated Clothing Workers in the Baltimore re-
gion, withh employers' support, have built a Day Care Center in Baltimore and
projected a number of others. It would be of interest to have a statement
of one of the employer's in the Baltimore undertaking. Mr. Kilbaken of Al
Grier & Bros. said, on the occasion of the dedication of the center in 1968,
"We are very concerned as we embark on this program that knowing very little
about it, and then becoming involved in a social, medical, psychological, or
educational venture that we might wind up with costs that could prove to be
beyond what we could bear. If this undertaking is to be right, is to be
feasible, and is not to be unacceptable, all must share in the costs. It
must be feasible for the employer, and it rust be feasible for the Union."'
Thank you!
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Financial-Planning Counseling
by
Hugh L. Gordon
Manager, Personnel and Services Division
Lockheed-Georgia Company

According to the program I am the 16th speaker todav. I1'll trv to re-
member that and get right to a few points that can be of value to you in your
companies.

I seriously doubt that there is anv firm represented here today that has
not had a garnishment problem with its emplovees. If there is such a companv,
you may have the wrong speaker. We still have emplovee wage attachments at
Lockheed, but the New Financial Counseling Program we established in 1968 is
paying off. It has reduced costs, improved employee relations, prevented
union grievances, and EEOC discrimination charges, and overall has helped
increase professionalism in our personnel program. These are all typical
objectives in most any company, and I believe that some of our concepts and
techniques are applicable in firms of all sizes.

First of all, iet me describe the basic problems of garnishments. Some
people feel it is unjust for employers to be surmoned to court to answer for
debts of their employees. Once a judgment is obtained in court on the
employee, who is adebtor, the employer can be summoned to pay into the same
court a statutory amount of the employee's wages. If you default in your
payment into court, you are liable for the full amount of the judgment. And
as harsh as it may be, you pay the full debt evern if the garnishment was
issued on the wrong person, znd even if the person is not in your employ at
the time the garnishment was issued. The law is written *to protect the
creditor and this is just one of the prices we pay for being in business.

The importance of this illustration is that every employer must be pre-
pared one way or another to handle garnishments, and it costs money. There
are other costs involved besides a default judgment. These are the classics
that we try to avoid in personnel. Absenteeism is one. It runs hand in hand
with garnishments and only serves to deepen the problem through decreased
wages. Loss of productivity and lower performance frequently result from
troubled, financially stressed employees. Then there is employee discipline,
firings, and possibly grievances and EEOC charges. And certainly replacement
and retraining costs. These all detract from the basic purpose of your busi-
ness and cost money.

So much for the general problem. Let me describe our situation at
Lockheed as it was in 1968. We were beii o served with over 800 garnishments
a year. That is at a rate of three garrishments per thcusand employees per
month. In addition, we were receiving over 1,000 credit letters a month
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which required handling. The garnishments created a heavy administrative
burden on our legal department which took service and represented us, on the
finance organization (payroll and paymaster) which 1s responsible for the
statutory deductions and preparation of special checks, and finally on our
personnel organization. It took the equivalent of three and one-half people
to just keep up with the processing.

The change came when we decided to get at the root causes of the prob-
lem--the propensity of some of our employees on the one hand to overburden
themselves financially, and on the other hand either their unwillingness or
inability to seek help to pull themselves out of a personal mess.

Our decision was to hire a full time financial-planning counselor, pub-
licize his availability in-plant, and put him in the middle of the action.
Our counselor is black, he has a law degree a:d was previously employed by a
large insurance firm in counseling work. He has taken over all of the legal
department functions associlated with garnishments, tax levies and Chapter
XIII's. This is what I mean by saying we put him in the middle of the action.

Now let's quickly look at the results. Garnishments have been reduced
to a rate of 1.5 per 1,000 employees per month. Approximately 50 percent of
all garnishments served are subsequently released through the intervertion
of our counselors, and I'll explain the value of this in a minute. Credit
letters have been substantially reduced to a manageable level. Lost time,
discipline, and terminations associated with garnishments have been signifi-
cantly reduced. And we are now conducting the whole garnishment, legal and
counseling function, with one and one-half people compared with three and
one-half in 1968. All up, we figure there are numerous intangible benefits
for our employees and for the company, but we can also show a net sa ings of
$12,000 a year. It is one of the best examples I know of concerning cost
effectiveness in a personnel program based on actual cost computations.

I mentioned that our releases of garnishments averaged about 50 percent.
This means less paymaster processing of special checks, less employee service
handling, and less employee lost time. We figure each tax levy released saves
us $13.20. Each garnishment released saves $30.80.

Just a few words about our procedure. The counselor studies the credit
letters and garnishments to identify employees with a pattern of financial
trouble. Appointments are made and the counselor tries to guide the employee
in reaching agreement with the creditor in one of several ways. Therein lies
much of the skill of the job--dealing with the human relations aspects.

A new weekly payment schedule.

Extension of time for liquidation of the debt.

Preparation of budgeting schedules.

Referral to the consumer credit counseling service in Atlanta.
Under certain circumstances refer to attorney for bankruptcy.

Our counselor tries to get the emplovee to help himself, but his job also
requires contact with creditors and attorneys. Frequently these corntacts




involve re~establishing faith in the employee and his willingness to resolve
his problem. We definitely do not function as a collection agency, but deal
with employee problems where there is possible resolution.

We have taken what 1s typically a legal and a procedural process and
have attempted to humanize it. In so doing we can point to many cases in
which people's lives have been affected--for the better. Our counselor deals
with both blacks and whites, males and females. He is a professional and has

to inspire the confidence of people who work with him to operate effectively.
He does this.

Needless to say I am proud of this program and delighted to talk about
it. We have established our own approach and philosophy regarding financial
counseling. I don't know of anything in industry exactly like it. And it
has proved cost effective--something most important in this day and time. I
just hope that I have provided a few ideas that will be beneficial to you in
your own situatiocn. ‘
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Discussion

AUDIENCE: T have two questions for Dr. Cunningham, and thev are both
in a medical sense. When will we be in a position to correctlv diagnose back
troubles for workers? And second, in assembly line operations where it is
important to have only authorized persons to operate in the assembly line,
how many relief people should we have?

DR. CUNNINGHAM: Finding the answer to back problems is going to be with
us a long time. The pre-employment screening in industry for back troubles
for workers has been generally unsuccessful. Once you have an employee who
starts having back trouble, you can pretty well predict what you will have
in the future. You are usually going to have more trouble. There are those
who get well following surgery but surgery is by no means the answer for =11
back trouble. So I don't know any good answers to back trouble except pre-
ventive education, continued efforts at pre-employment screening, proper job
placement and prompt treatment and rehabilitation of back injuries.

AUDIENCE: May I interrupt here just a minute? Health situations exist
where there are on-the-job injuries. No person with a history of back ‘nju-
ries should be used, and our physician told us it is very difficult to say
whether there is an ~ajury or not. Then we end up in court!

DR. CUNNINGHAM: The back is so difficult to diagnose and evaluate! If
a patient says it hurts, nobody else can prove that it does not. Anybody who
wants to have back trouble can have it, and it mayv become a real difficult
problem to handle. Of course, it doesn't make much difference wheth:r he had
pre—existing back trouble or not, job aggravaticn of a pre—existing condition
is still compensable. If the person becomes totally disabled from a minor
job injury, even though he had severe baik trouble in the past that was un-~
related, we are probably going to pick up the whole tab for that. I don't
have any experience with that type of problem.

AUDIENCE: We have had a couple of sessions already on occupational
health, safety, and a couple of emerging things. We have in some areas of
our plant operating conditions that create a high level of noise. Obviously,
the engineers should try to thin out this noise at some point ir time but
it is going to take the engineers a long time, and mavbe we will never work
out of this problem. If we started giving audio-metric tests for pre-
emplovment, a preventive type of thing if you will, for those people whom we
know are going to be stationed at a place where the noise level is above
standard, what do we get in terms of regulations? The question that was
posed to us by a couple of vfficers at the office yesterday is should we
have periodic re-examinations of these people and is the law going to require
it; and does anyone know where the regulation is? I thought Dr. Cunningham
might have some answers.,
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DR. CUNNINGHAM. We have a representative of the U. S. Department of
Labor in the back who could deal with that question a little better than I
can. My understanding is that the H.E.W., Health, Education, and Welfare
Department, may require companies to have examinations for certain indi-
viduals who are exposed to toxic materials and tc noise but that hasn't been
done, I think, so fa.. There is no responsible party that I know of who says
you have to bring them all in for examination.

AUDIENCE: We are doing it only for our protection.

DR. CUNNINGHAM: I think you are wise to do it. I am not sure there is
any law yet that requires it.

AUDIENCE: T don't know. Should we do it every year, or every two vears
or whatever. We have executive physicals for some people more than for some
others, but not hourly peopla.

’

DR. CUNNINGHAM: Very probably, of course, this individual may have some
problems besides job noise. He may also get some very loud noises, i.e.,
from shooting a shotgun near his ears. And there are a lot of people with
hearing losses. How do you decide where they all came from? How do we
determine which noises caused a hearing loss?

AUDIENCE: Mr. Gordon, have you or do you nov, terminate employees who
have been garnisheed?

GORDON: Yes. We have a three-garnishment rule. Three within a 12
nonth period will subject an employee to dismissal. A more popular rule is
one or two. Of course, we have a new federal law that affects this now. And
we make sure that if we do terminate a person, there is more than one debt
involved which is the federal requirement.

AUDIENCES: Dr. Cunningham, how do the laws affect qualifications of
employees, and how do you determine whether an employee can perform a job or
not? How much weight do you place on a medical exam in determining the
qualifications related to sex differences?

DR. CUNNINGHAM: The "discrimination" can't be done in the broad sense
but can be on an individual basis. An example might be a job requiring the
employee to 1ift heavy objects. There are women who could do this job and
there are both men and women who, for physical reasons, could not.

AUDIENCE: Dr. Cunningham, what guides could you give us for establishing
annual physicals? Wculd it be years of service, age,salary level, etc.?

DR. CUNNINGHAM: Let me preface my answer by saying there are many phy-
sicians who put very little faith in annual physicals. They say such a pro-
gram is over done and over-rated, and do not recommend them. So this is one
extreme. But there are others performing annual exams who are administering
a tremendous battery of tests and adding new ones so frequently they don't
know what to do with all the results. So here are two extremes.
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On the one hand, you have the older person who has more diseases to be
detected. On the other, you have the young in whom it does good to detect
medical troubles while he is young. Some companies give their older em-
ployees many physicals while'ignoring the young. This doesn't make good
sense from a preventive medicine approach to health care. Our company's exam
program is based on age and length of service.

AUDIENCE: We have an occupational medical program and staff. The com-
pany controls it on the cost basis and has cut back on physicals. However,
if you look at it from the standpoint of a human problem, and you detect a
medical problem and can save one individual, not a job, then it's worth it.

DR. CUNNINGHAM: That's a good point! A great many of our people have
various abnormalities show up on their annual exams. But relatively few seem
willing to follow advice for good preventive measures, such as weight loss,
exercise, discontinuing tobacco, etc.

RUNDLETT: I want to get back to the age question. We were reviewing our
policy two years ago and one manager said that it was a waste of money to
examine those under 40 years of age. He said to examine them initially and

if something existed, then do it every year. But otherwise, every 3 years is
plenty until age 45.

We have told our people that they don't have to take a physical. This
is a benefit we are giving you. But if you do want it, you tell us of any-
thirg found in the physical that would prevent you performing your task.
Then we can make adjustments or give time off for recuperation.




Credit Union and Loan Programs
(a) Specific Company Programs
by
Norman Smith
Vice President and Manager
Rich's Employees' Credit Union

What is a credit union? A credit union is an organization of people
who have bound themselves together because they have some common bond. This
can be church, industry; it can be a business. Why have they bound them-
selves together? Primarily so they can promote thrift and savings of their
members and also to provide a low cost place to go to borrow money. The
interest rates in the credit union generally are cheaper than most other
lending institutions. Of course, there are some exceptions. However, the
people that make up our credit union usually find that they can borrow the
money cheaper in the credit union. Now the movement began quite a few years
ago. Our credit union is thirty-three years old. We were not by any means
the first in the movement. The primary reason, back in those day. “nr
having a credit union, was to provide a place toc borrow money. BReu use in
those days, the lenders were in business to make money, lots of money -- at
usurious interest rates, and as a result people were being robbed. Perhaps
the average person was uneducated; perhaps he didn't know what he was doing.
He didn't understand financial problems. But by every means he was being
robbed blind. As a result the credit union movement was formed so that
people could help each other to develop an organization that would help
themselves. Up on the board I have some figures just to show you how large
the credit union movement is. The first group of figures represents the
number of members in credit unions in the United States, 22,800,000. The
second figure represents the assets in the United States, $170,500,000,000.
And there are 23,875 different credit unions. These figures come from the
credit union magazine as of 1970. And the second grou; of figures represent
those in Georgia. There are 367,578 members of credit unions in Georgia
with assets of $272,769,000 and there are 424 different credit unions in
Georgia. Now these represent a lot of people and as you can see there is a
lot of morey there.

Today, I want to talk about one of those credit unions. It may or may
not be a typical credit union. I don't know that you can find a typical
credit union because every credit union, almost, is different. Their
principles are the same but the way they operate is different. I'd like to
talk to you about the Rich's Employees' Credit Union, and as of the end of
1970 we had 4,627 members with assets of $4,177,000. Since that time in
assets we have grown approximately 10 percent. So, if the other figures
have grown 10 percen*® you can see the kind of movement we are talking about.

The credit union-‘is made up of empioyees. The members themselves govern
the credit union. They made up and have appointed elected directors. The
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directors have appointed officers of the credit union themselves. We have
a credit committee made up of five employees of Rich's and members of the
credit union. We have a supervisory committee which helps govern the credit
union. And we have an investment committee that helps direct investment of
money over and above what we have to lend out. Then we have a paid manager
and a clerical staff. All of Rich's employees can join the credit union.
The only stipulation is that they have to be there three months before they
can actually request loans. They have an opportunity to buy a share in
Rich's Credit Union for $5 with a 25 cents entrance fee. With that small
investment they become a part of a large organization. They become a part
of their own company. We have offices in our downtown store and we also
have contact people in eleven other branches or stores throughout the
Atlanta area. We are as close as the telephone and we have inter-store
mail that we serve our people by. So our credit union actually is a very
close-knit organization and is available to all our people.

The company backs the credit union and has from the very year it began
33 years ago. It began with five men putting up $200 apiece and this has
grown to the assets that we have now. And it has grown primarily with the
help of the company. The company provides the office space, provides the
utilities, and allows the members of the board and the committeemen to
meet whenever it is necessary to transact business of the credit union. For
instance, the credit committee acts on loan requests three times a week--
on Mondays, Wednesdays and Fridays. The company also allows payroll deduc-
ticas, which encourages saving when people do it on a systematic basis and
also it makes the pay back of loans very easy. Our savings plan rurrently
pays 6 percent on money depcsited up to $5,000 and 5-1/4 percent on money
over $5, 0. And as you can see these rates are very good in comparison to
many of our lending institutions where to get that interest on your money
you would have to tie your money up probably two years or more. We have the
possibility of converting later and paying our dividends on a quarterly
basis. We now pay them on a semi-annual basis. We encourage our employees
to save, because we know that by saving ahead for emergencies, saving ahead
for vacations, big expenditures and so forth, that if they have the money,
they don't have to go out and borrow the money and thus pay interest on it.
So we encourage them to save and we, at Rich's, have always had more money
in our savings than we could ever lend out becausz of the fact that we en-
courage the people to save. We have deposit life insurance on savings up
to $2,000. Many credit unions; have this. If a person dies, a maximum of
$2,000 of his savings is matched with life insurance.

loans, of course, are very important with us. Unfortunately or
fortunately as the case may be, everyone cannot always plan ahead and
always know their monetary needs in advance.

In this credit-oriented society we live in, more and more people are
borrowing and as a result we want to provide our people with low cost loans.
They can come to us, in a confidential, quiet manner, and sit down and we'll
discuss their problems with them and then if at all possible, pass on the
loan and give them the money that they need. Our loans do not have any
service charges. We do not have any refinance charges on our loans. We have




no pre-pay penalty on our loans and we have life insurance up to $10,000
that is completely free. The employee does not pay anything for this in-
surance. We can lend at very low interest rates and one can bvorrow for
almost any kind of reason, for any kind ¢f worthwhile purpose --emergencies
such as medical, funeral expenses, travel expenses, repairs on automobiles,
cars, houses, purchases of furniture, appliances, used cars, boats, and so
forth. They can borrow to pay taxes and they can borrow to pay insurance,
lawyer fees, vacations, and educational expenses. We also have GHEAC loans
available for our employees and this is a good benefit for our employees to
have this money available. It's not always available in the community, but
we do have it for all our employees and their dependents. We also lend for
debt consolidation, when it is wise. We have a counseling service for em-
ployees, particularly those that want to consolidate their debts. If we
believe it's the best thing for them to do, we will go to bat for them to
do, we will go to bat for thaom in the credit committee and work with them
and try to help them plan ahead and overcome their financial needs and their
financial problems. These loans primarily are at an interest rate of 1 per-
cent on the unpaid balance or 12 percent per annum. This is the maximum any
credit union can charge. We go a step further than many credit unions in
that we have additional interest rates that are cheaper than this. On new
cars, trucks, boats, and motorcycles and so forth we have an interest rate
that is .83 percent on the unpaid balance, which is approximately 10 per-
cent per annum. As you know, most of your banks and lending institutions
are lending it at 6-1/2 percent add on, which is equivalent to 11.95 percent
on an annual rate. So we are very competitive with these. We also have a
rate of .59 percent, which is equivalent to 7 percent on the annual rate.

In order to encourage our people to buy stocks, we will lend on any
stock that is on the board and we can get a market quote on it., We also take
some first mortgage real estate loans on short term basis. We do not go
into the home market on long term. But for short term, we lend at 7 percent,
which also is very competitive with the present market.

Our final rate which is almost unheard of today is 6-1/4 percent or ,52
percent on the unpaid balance, simple interest. We have this rate in order
for our employees to buy Rich's stock and also that they can borrow against
their savings at this percent. We encourage many people to borrow against
their savings because we found that by borrowing against their savings, they
are more or less forced to put this money back. If they completely withdrew
their savings, they will most of the time not pay themselves back. Many take
advantage of this particular type loan with us.

In order for us to pay the best kind of dividends possible, we, of
course, have *o invest our money, excess money, and we have an investment
committee that invests in government securities, certificates of deposits, or
any of the things that we are allowed to invest in by the state banking de-
partment. We also have quite a few blue chip stocks still on our books,
because they were purchased prior to a change in the rules several years
ago. Whereas Rich's does not own any part of us, we own 12,000 shares of
them and some other very good stocks. So you can see we definitely are a
part of Rich's and they help us tremendously.
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Many times people wonder how secure credit unions are. Many of them
are small. But generally speaking, credit unions are secure, in that we
actually are a state bank. We are chartered by the state banking depart-
ment. Many other credit unions are chartered by a federal department and
we all have examiners and rules to operate by that have been set up by the
banking department. We have an inside supervisory committee that also
checks on the performance of the credit union employees.

In conclusion, I believe that credit unions are an answer to helping
employees because they can provide something that, in many ways, your em-
ployees cannot get by themselves. By grouping together and having knowledge-
able people help themselves thev can create an organization that will help
them save and can help them borrow money at a very cheap rate. If you don't
have a credit union in your company, then we suggest you get in touch with
the Georgia credit union league and they will help you establish a credit
union very quickly. They have field representatives that spend their whole
time working with companies and individuals who are interested in setting
up credit unions to further the credit union movement. I say movement
because actually it is and in many cases it is a kind of a religion, because
many people believe in it so firmly that they find that this is a place to
help their fellow employees and help their community and help everyone to have
a better place to borrow money and save money and thus to live better.
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(b) Credit Union Service for Companies
by
Dan D. Maslia
Manager
Associata:d Credit Union of Atlanta

—— weam R AR

Dr. Fulmer's initial remarks concerning the troubled worker relate a 1ot
to credit unions and why they were organized. I have found in my experience,
as we do a lot of counseling in our credit union, tha* the troubled worker is
troubled for several reasons. Two of the reasons I've seen that are more
prevalent are matrimonial and finance. Of course, we do a lot of counseling
and I have had opportunities to talk to people about their marital pro’:lems.
We don't solve these problems, but they talk to you. Another very pioninant
problem that causes a troubled worker is finances. It is because of these
financial problems these workers have had that have made credit unions what
they are today. Norman Smith has toid you about his credit union. Of
course, Rich's has several thousand employees. In order for a company to
support its own credit union, it should employ at least two or three hundred
people. Otherwise, it is just not practical for a company to support its
own credit union with fewer than this number of employees. For many years
companies employing less than this number werc not able to provide tleir em-
ployees with these benefits. The number of credit unions in the country is
increasing. You see how many we have in Georgia, and see the popula:ity that
these have attained. Many employers in the smaller companies have b:en bom-
barded with requests from their employees, as well as from labor unions who
represent them, for a savings payroll plan as well as, in some casec, a type
of in-plant loan facility.

Many companies today have payroll savings plans with their local banks.
Some are even making loans to employees with their own funds. Thi+, of course
doesn't work because you tie up your funds and many companies don't like to
do this. But needless to say the necessity of a company having toc tie up
their funds to employees is really not the ideal situatior. Not only does it
not want to tie the money up but it doesn't want to eugage in lerding money
to some employees while on the other hand having to turn down otier employees
who may not be worthy of a loan. When you start to discriminate with some
employees by making them loans and refusing loans to the others, then companies
will get themselves in a little hot water. The absence of the credit union
which can provide full service savings and loan facilities to <mployees has
been sorely felt by the smaller companies. They just don't have it and their
employees are asking for it.

In order to fill this gap, a new concept of credit unior operations
was beguu in Atlanta in 1956 by a group of progressive-minde«d employers.
The result was the Associated Credit Union, which I am with. Instead of
serving just one company, as do most other credit unions, tte Associated
Credit Union serves a multitude of companies and proviaes them with exactly
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the same services as any other credit union would to that particular company.
Cf course this idea caught on and today there are over 90 companies in the
greater Atlanta area who are affiliated with Associated Credit Union. We
currently boast assets of about $1,600,000, and 3,300 members. To run down

a few local companies: W. R. Bean Printing Co., Cutler~Hammar, Inc., Dillard
Paper Co., Dittler Bros. Printing Co., Olympic Manu:a: turing Co., Jackson
Atlanzic Co., Scientific Atlanta, Inc., Selig Chemical Industries, Stein
Printing Co. I believe one of our ..ember companies, if I'm not mistaken,

has a representative liere today.

I have been invited to speak to you , o introduce to you this
concept, and to inform you, those of you who may be interested, of its
availability and the manner which Associated Credit Union functions. Of
course it is available to any coipany in the greater Atlanta area employing
at least 25 or mcre employees. We have five companies in our credit union
that have more than 300 employees. The only requirement for a company to
join our credit union is that it does, as most all the other companies with
credit unions do, provide the payroll deduction plan for savings, as well as
for loans the member makes. There is no charge of course for a company to
join. Once a credit union Jecides to join, each employee is notified that
these facilities are available, either by a brochure that we send out or
either at a company meeting, which of course is more effective because
you have an opportunity not only to tell them they are joining the credit
union but to -=plain the value of the credit union! what it can do for them
what it means to the company as well as the employ2e toc have a credit union
where they can have a company type sponsored program tc save moncy with the
payroll deduction.

When an employee wants a loan, it is simply & matter of his call’ng
our office and applying for the loan over the t.lephone. After we take
his application we check him out. If it is a lzrge enough loan, we
sometimes run a credit report. What we do in lieu ot a credit committee
acting on every loan, since our credit committee is not as familiar with all
our members as a particular credit committee would be with employees of that
particular company, is that we as a rule call back the company and talk to
a designated individual ~-the personnel manager, owner of the company or the
foreman and get his opinion of the individual and whether or not the loan is
justified. 1If the man is going to be laid off or terminated, etc., we want
to know it. If the foreman verbally okays it, then we norma.ly approve the
loan. We call him back and tell him the loan is approved and then he can
do one of two things. He can either come to the office and make tiie loan,
or in some instances we can mail the note and loan and all papers to the
selected individual in the company, who will call the employee in and give
him his check after he has signed the rote and veduction slip. This is a
service which we started a few years ago and have found that many of our
companies which are in the outlying areas of downtown have eliminated the
necessity of them having to come down to our office to make the loan. By
having the documents sent out to them makes it much more convenient for them.

A

The requirements for a loan are similar t- any type of 3eﬁdb'5 insti-
tuition. We require that they be employed a pericd ~f siv -onths and be over




21 years old unless they are married. We do take into consideration their

general credit, stability of employment, how long they've been there and
what the chances are for remaining there. One thing about a credit union
which is different from a bank or even a loan company is that if you have
ar .mployee who has teen working for many vears at the company, a good stable
rloyee who just can't seem to pay his bills and is always in constant
trouble with various lending institutiors, we have found in our experience
that the longer he has been there, the less likely he is to leave. The fact
that they have been emploved for many years indicates to us in most cases
that they will remain there. Ther we can, in most instances, overlook poor
credit. But with a long-term employee many credit unions can make these
loans and feel safe because of payroll deduction. Of course, I wouldn't
suggest taking him off payroll deduction because you might have a difficult
time collecting the loan. But in these circumstances credit unions have
filled a gap that has allowed these employees to borrow money at legitimate
bank rates of interest without having to resort to extremely high usurious
rates of interest. The interest rate iz sae percent a month on the unpaid
balance; on new automobiles it runs a little less, about 10-1/2 percent per
annum. We are as competitive as other lending institutions and credit unions
for these types of loans. The loans our credit union make are similar to
those made by other credit unions: consolidations, automobiles, and dowm
paymeints on homes.

Basically, what Norman Smith has mentioned are the type of loans we
engage .n. Now our savings work the same way. A person can sign up for
weekly payroll deduction, monthly, semi-mcuthiy, or whatever the case may be.
They have the money deducted and at the end of the month it is remitted to
our office where we keep all the records for the savings. Another convenience
we make for our members, if they want to make a savings withdrawal, is a
simple matter of picking up the telephone, phoning in for a savings withdrawal
and the savings withdrawal is mailed to them in care of their company whic
again eliminates the necessity of having them come downtown. Our rate, of
course, is 6 percent which we've been paying for the past two years. Norman
had mentioned, too, the security of credit unions. For many years credit
unions have shown a record of good safe investment programs as well as a
very, very small share of losses. Each credit union by law, whether it be
state chartered as we are, or a federal chartered credit union, is required
to have a fidelity bond which covers losses for acts of any types of dis-
honercy, burglary or things of that nature. The credit union movement never
really felt it necessary to pursue the course of trying to get FDIC type of
insurance that the banks and savings and loan associations nave. However, the
pressure began mounting about twc years ago in Congress for these regulated
insti‘ ntions -~ credit unions -- to have this sort of protection. 1In October
last year, the Congress passed a law which provides now for share ;nsuraace
which is administered by the National Credit Umion Administration which
supervises federally charterea credit unions. The share insurance is similar
to FDIC and FSLIC insurance and it provides insurance up to $20,000 for each
account in a member credit unicn. The share insurance was made mandatory for

all federally chartered credit unions and optional for s:tate chartered credit
unions.

98

Wi s

(—

] — L L i ~—— a— S A T L] L ] . " A

-




When a company joins our credit union and is ready to begin savings
deductions, it notifies the payroll department. The deductions are made
weckly or monthly and are sent to our credit union where we keep a record of
each individual deposit. At the end of the dividend period, the months ending
Jure and December, we send out statements to each individual membcr explaining
their savings and loan balance and the dividend they received during that
period. As of July last year, our credit union went on a data processiag
sv=icm and is now in a position to speed up our transactions and to give
our credit union the opportunity to render Jur members better service.

As 1 look over this list of mombers here, I see that there are quite a
few people here that represent companies that do have credit unions and some
companics that don't have credit unions. When you have been in the credit
union movement as long as I have, you sort of want to help others if they
possibly can form their own credit union. Being an active member of the
Georgia Credit Union League, which is a trade association of all the member
credit unions in Georgia, we try to help others form credit unions. 1
would be most happy to make myself available to you row or later if you are
interested in talking about either crganizing your own credit union, if your
coupany is big enough, or if you feel that your company might benefit from
the services of our credit union if vou are less than two or three hundred
caployees. I have also brought along a few brochures which we use to
advertise our credit unions and would be most happy to give one out to any-
one that is interested.

o -
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Discussion

AUDPIENCE: How does Rich's manage the co-signer problem?

SMITH: The only time we -equire a co-signer {s in a marginal, question-
able case, then we would require a co-signer. Or, fn a case where a person

is undar 21 years old, of course, we would have to require co-signers on all
those notes.

MASLIA: We have a limit of $1,000 on signature, and we discourage co-
makers from the company. If the person needs a co-maker, we urge them to get
a family member. The reason for this is, we have found in many instances
where two people werk side by side every day and one's got good credit and
one's got bad, the man with bad credit wants a loan. And wve require a co-
maker, as he has no other collateral it's so easy to ask your fellow worker
and ainety-nine times out of a hundred, the fellow worker will co-sign.
Rather than us put him on the spot and have him possibly suffer the loss, we
discourage it as much as we can; so that we don’t create any 111 will with
another exaployee because he's going to be real unhappy at us even though he
willingly co-<: ned because he couldn’t wiggle out of it. We try to help him
get out ¢7 Ltih» s°_j;at.~> z¢ that he won't get stuck. And, this, incidentally,
has also happcueu = : somc of the company owners. They mav have had an
employee that they - nt o ,et a loan, and they will guarantee the loan with-
out the employee “::owing about it. Again, we try to discourage the company
owner from doing .t, but many times they will do it; and in about half the
cases, they have i : to pay the loan off. Now, we don't want that; we don't
want to make the 1. sn that bad. We don’t want to make them unhappy, so we
try to discourage iz. We will allow a family member, brother, relative, or
something, to sign it, but we try to avoid having a fellow employee co-sign.

AUDIENCE: I know of at least two credit unions in Atlanta that require
a co-maker c¢n just sbout every type of ioan. Do they have difficulty getting
those co-mal ers?

MALIA: No, because he knows that next time he may have to get a co-
signer.

AUDIENC.: What are the legal fmplications for those co-signers? Is the
co-signer completely responsible for the other man?

HASLIA: He’s responsible fo-r the Note. The total amount of that Note,
of course, is indicated, and he is responsible up to that amount.

AUDIENCE: To what extent do you find workers cof that sort irresponsible
in not only those kinds cf things but others?
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MASLIA: 1 find that they are as irresponsille as the credit union will
allow them in co-signing, and I frankly blame t..ese situations on the indi-
vidual credit union's policy.

AUDIENCE: Mr. Smith, what suppo: - does your credit union get from
Rich's Management?

SMITH: Let me say, and I mean it wholeheartedly, Rich's has been com-
pletely behind the creiit union. They do not charge us anything for payroll
deductions. Rich's considers the credit union actually as a benefit to the
employee, and classifies it as such, although we are a separate corporation.
It has been so closely knit that no one that I know has ever put a price tag
on it, although there is one.

AUDIENCE: 1Is there a Board of Directors or is it owned by the company?

SMITH: Bedr in mind that we're 33 years old, so when the credit union
started, Rich's was small also. The members, the leaders at Rich's were, in
many cases, management at that time, also many are management even now, and
so, the credit union has grown with Rich's. e are in a very enviable posi-
tion, I have to admit, and we may or may not be very cypical of a true credit
union.

AUDIENCE: You say Rich's is very favorable to the credit union from the
standpoint of the employee. Would you like to elaborate some of the arguments
as advanced by management. I know you probably did this before, but for the
sake of emphasizing it, what are some of the lines of arguments your manage-
ment down there advanced as to why they want the workers to have this credit
union.

SMITH: Well, they want the workers to have a credit union because the
worker who doesn't have any financial problems is a more productive employee,
and a credit union helps to make a happy employee. It is just like any other
employee benefit, whether 1it's health insurance, or anything of this nature,
you're giving it to the employee to benefit him although it's costing money.
They know the credit union costs them some money, but they are willing to
help in order to have happy employees. We do not have a labor union, so
that's another reason.

AUDIENCE: Are the credit union managers paid by tle credit union?

SMITH: Here again, it is kind of a peculiar situation. We are Rich's
employees. We have all Rich's benefits, retirement and everything, but our
salary, base salaries, are reimbursed to Rich's by the credit union.

AUDIENCE: How is the income earned by the credit union handled?

SMITH: The incomes goes into the credit union's income and it goes to
pay dividends. Of course, the expenses come out first; we have a very low
expense ratio, and anything above that goes to pay dividends. Anything over
and above that will go into an undeclared dividend which helps our reserve.




AUDIENCE: What goes back to Rich's?

SMITH: None goes to Rich's. Rich's is not involved in any of the monev
at all.

AUDIEMNCE: Mr. Maslia, both State and Federal law requires, I believe,
that a percentage of your gross income go first into reserves; with State
and Federal, isn't it 10 percent of your gross income that goes into reserves
before you can pay a dividend? Am I coriect?

MASLIA: The State required 5 percent of the gross income. It is manda-
tory for a credit union under Federal charter to be insured which requires 10
percent deposits of gross income. We are Federally chartered, and so we -
deposit 10 percent. I might add, too, that the only people who earn salaries
from credit unions are actual people that work there. Committee members,
credit committee supervisory committee, are prohibited by law from receiving
any compensation for services iendered. It's purely a voluntary thing; and
even the largest credit unions are non-paying. That is t:e way the law is,
it is a voluntary thing.

AUDIENCE: What is the source of most of your loan applications?

MASLIA: With ours, I would say that over 90 percent of our loan appli-
cations are taken over the phone, because our companies are all spread out.

MODERATOR: Any other questions? If not, then let me state one. I
gather from the discussion that it is not possible for a worker to borrow a
down payment on the purchase of a house. How about it, Mr. Smith?

SMITH: It's not possible for him to borrow a full down payment. We do,
though, lend partial down payment. If a person has, say, several thousand
dollars and maybe lacks $1,000 or something of this nature, in many cases,

We go in with them on that and maybe pay the closing costs and so forth.

MODERATOR: I note that we're slightly ahead of schedule, which is un-
usual, At this point we're going to have a break, but we're coming back to .
look at this kind of a problem. You have had workers who have had marital {
problems, and I think you said that was a challenge, along with financial
problems as to what causes the worker to be troubled. In most cases, about
all a company can do, if you have a good personnel department, is talk to
this worker; but the main thing is to guide him to somebody who can help him
or her, and we're going to examine some ideas along these lines.
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ASSISTANCE PROVIDED BY COMMUNITY AGENCIES

Child Care and Family Counseling Center
by
Mrs. Mary Margaret Carr
Executive Director

I would like to first commend Dr. Fulmer for including on this program
some mention of services that are available in the community because I think
for the most part, these services are supported through vour companies. And
they are more fully utilized by employees, although not to the extent some-
times that they are needed because perhaps the services are not well-known
except for the support factor of management.

In 1960, a special issue of Family Service Highlights was issued on the
value of such services to industry. At that time, Mr. Fred Storey who may
be well known to many of you as a local businessman and, certainly I think,
an ardent Georgia Tech supporter, was then president of the Family Service
Association of America; this was his brain child. The foreword, which I
would like to quote, was written by Mr. Thomas Watson the president, at that
time, of IBM. He said, "Family breakdown is the major human problem in
America today. I speak not only of families that are actually broken, or are
on the verge of separation, divorce or destruction, for more subtle is the
effect of deteriorating family relationships, or the actual absence of
healthy family life in a substantial number of our population." To quote
again from this foreword, '"Business and Industry, too, have a big stake in
the community's efforts to maintain a strong family. Most obvious is the
fact that every employee is both a product of a family which shaped him, and
a member of one today which affects his everyday work for good or 111." He
further says that "Yesterday's childhood family problems are today's major
issues in the community: delinquency, crime, drug addiction, alcoholism,
violence perpetuated on individual family members and innocent bystanders in
the community." At that time, the community leaders who spoke out on this
issue were: H. J. Heinz, Pierre DuPont, Mr. Pillsbury, J. Lloyd Humer, B. F.
Goodrich, and others, all men who have served as presidents of community
agencies, spoke for this same issue and expressed their concern that business
and industry were not fully cognizant of the kinds of problems that their
employees were having and were not fully taking responsibility for referral
to appropriate resources. I would like to say that, since that time, refer-
rals have increased; but today approximately 3 percent of the referrals we
receive are originated at the management level.

Practically all of the people we serve for family counseling services
are employees of local concerns in the Metro-Atlanta area. Now, we have long
known that the school is the first institution that is aware of problems in




family life. They know it because of the behavior of the child. The place
of work of the parent is the second major institution that is aware of trou-
ble in the family. You know better than I do what some of the signs are, but
I1'd like to mention, quickly, a few of the most obvious ones. They are fre-
quent absences from work, irresponsibility at work, inability to concentrate
or to perform work as well as it has previously been done, calls from credi-
tors, ill-health, mood swings, flare-ups with other employees, or with the
supervisor, which previously have not exis‘ed. You can add to this! There
has besn a great deal written in the various trade journals as well as the
professional magazines about the accident rate on jobs and how much of this
is directly attributable to family problems.

Now, what do some employers do when they observe the warning signals?
! would like to mention a few illustraticns which I hope are concealed enough
not to identify individuals, but which came out of local concerns. The front
line supervisor required a mechanic to seek help by counseling. The employee,
recently widowed, an extremely dependent man, had been drinking heavily and
when he was seen by our counselor, it was found that he was suicidal. We
took responsibility for saving to the man that we could not withhold this in-
formation from his foreman. And he did agree to seek treatment.

A large oil company requested help for a clerical employee who was earn-
ing $400 per month. She was located in one of the office parks; she did not
have personal transportation; she was having to pay too high a rate for hous-
ing; she hadone child who was terribly palsied; and had another child who was
under two years of age for whom she had not been able to work out day-care
plans. It so happened in her neighborhood there were no community-supported
day-care programs, and she could not pay the proprietary rates. Through
counseling, this woman was able to do several things: (a) she was atle to
get adequate housing at a price she could afford; (b) she was able to receive
some supplementary assistance through a provision of the Public Welfare
Department which enabled her to secure the kind of day care that she needed
for her children; and (c) at one point when she was ill, some foster care,
for these children.

An employee of a steel company who had been there 25 vears, started out

~as an hourly man, common laborer, employed when they needed him. He had

risen over the years to foreman of a crew of 25 men. He was drinking; he was
quarreling with bis wife; and he had been arrested on a charge of disturbing
the peace. The president of the company called me and said, "I don't want to
lose this man, what can we do to help him?"

Now, last year, over 7,000 families used the services of Child Service
and Family Counseling Centers. Time does not permit me to list all of these
services or to explain them, but 1 will go over them very quickly. The Child
Service part relates to: (a) services to unmarried parents who are concerned
about the child that will be born to them and the kind of planning that must
be done around this, i.e., adoption services: and (b) foster care services
with the emphasis on those children who need a specialized kind of care due
either to a physical or an emotional handicap, or behavior which in the com-
munity is considered pre-delinquent. TFamily counseling services consist of
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direct help to people individually, on a family basis, and on a group-
counseling basis for marital problems, problems with parents and children,
and the kinds of individual problems that an employee is having in adjusting
to his ~Jork. 1In addition to this, we are increasingly providing family-life
educational services, and this is where we are trying to do more preventic-.

We have one program I would like to mention in particular. Many com-
panies call, i.e,, someone calls, and says that they are concerned about the
generation conflict for instance. Every Tuesday night we have what is
known as "Projects Aware' where parents come and have a dialogue with one
another about their teen-age children,

We have attempted to develop our services sc that employees can get to
the services. We have offices located in Atianta on West Peachtree, in the
Model Cities area, in Decatur, and in Smyrna. We hope very soon to be able
to offer some additional services in Gwinnett and Clayton counties with
offices based there. By July 12 we will be open two nights a week until 8:30
in our West Peachtree office, and one night a week at all other locations.
We hope that, as employees on an hourly wage ..asis need counseling during
other hours, this could be made available to them. My experience is that,
for the most part, it is those of us who are on salary that can be away
without any deducts. But people on an hourly wage find that if services
close in the community at 5 o'clock they do not have access to them, and I
would certainly like to make our services available to these hourly workers.

It is important, I think, for employees to know that the company encour-
ages them to seek help when they need it. So frequently we hear, "I wouldn't
want persons in my company to know that I'm coming here.” Most of the time
that's a fantasy on the part of the person. I think most companies wou'd be
encouraged to know that the person is anxious about his family functioning
and also about holding his job and they want him to seek help. Furthermore,
I think it is important for you to know that if you refer someone to a
service like ours, we will give you a report. If we don't give it to you,
you can call for it. We will not violate the .:onfidence of our client who
is your employee. But we can certainly care along with you whether or not
he came, if he plans to continue, and if he thinks he can be helped, and such
other information we feel that he wants to share with ;ou.

If we feel that fcr some reason that there is something that can be dan-
gerous to the community involved in a person's situation, we will say to the
client, "We cannot sit on this. We cannot take that kind of responsibility."
Just like we work with an adolescent who planned to run away--we try to work
with the adolescent to the point where all sit down and talk to the parents.
For instance, if the adolescent is using drugs, we will get with the parents
and explain the situation.

I should like to give you a couple of quick illustrations of what I am
talking about, We had a pilot who was extremely anxious because he had gone
on his own to have a medica' examination. They have company medical check-
up's every six months. This man was not due his 6 months examination but he

had gone on his own for one. His medical condition was such that he certainly
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could have had a crisis episode while flying. He was also very depressed,
not depressed to the point that he needed hospitalization, but depressed due
to a marital problem. I fly and you do too, and we knew about this and we
just refused to accept the responsibility., We said, "You have to share this
with your supervisors and let them make the decision on this." And then
there was a man who worked, and I think maybe the company is represented in
this room, who worked on high lines. He was violent! There had been re-
peated episodes of beating his wife and his children. We felt that this man
was psychotic. He apparently was functioning well on his job, but he did say
that when he was working as a team on the high lines, he sometimes felt a
real urge to let "a hot line" drop. We refused to accept responsibility for
sitting on top of that one. We worked with this man, almost on a daily

basis until he agreed to do two things: that he would go to his foreman and
tell him, and that he would get a psychiatrist's evaluation and determine
what could be done. As a result, this man went into a night-time hospitaliza-
tion situation. The psychiatrist felt that he could function during the day
if he had some protection at night,

I will give you a couple of quick illustrations of how companies some-
times approach the problem beyond just referral. At Lockheed, which in my
opinion has been the most enlightened compan: in this area in relation to
this, we have had an In-plant Service since 1962. We provide a staff member
one morning a week. Any employee in the company is free to come, without any
deduction of time charged-off, for an interview with the counselor. We work
very closely with the personnel services and with the medical division. At
a time when there were high layoffs anticipated and we were getting a large

number of people coming into our counseling office in a panic making pre-
mature kinds of decisions, we offered to make available some discussion groups
for employees. We had a limited response, but it showed that the company had

concern for its workers. We have worked some others on a limited basis like
this.

I should like to quote from an experience they had in Detroit where the
Michigan Bell Telephone Company requested help for their supervisors who were
working with large numbers of young people on their first job from deprived,
inner-city communities. The supervisors were anxious to do a good job, but
were provoking a lot of hostility. The Family Counseling Services were able
to help them have a better understanding of this life-style and the problem
of communication. 1In Los Angeles, there have been some experiments going on
with a number of companies to see how many referrals can be made, and to see
to what extent some kind of a regular relationship needs to be developed
between companies and the counseling services.

In addition, this past year, we have workad with the City of Atlanta and
a number of companies in this area with the play called "The Man Nobody Saw."
This is a play on racial understanding which personnel in various city de-
partments have seen and we lead a discussion afterwards. These are beginning
kinds of efforts but, I think, important ones.

There is a package downstairs for conferees and others who may write
for it which gives detailed information on our services. It has in it a
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limited number of tear-off referrals, which could be given to emplovees. We
should be glad to have your emplovees bring those referral slips, and then
we should be glad to hear from anv of you if you think we can be of service.
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Georgia Association for Pastoral Care
by
John Patton
Executive Director

All that "Pastoral" stuff in my introduction, reminds me of how con-
fusing a word that is. It has to do with the name pastor which grows out of
the Biblical figure of the shepherd. I recall one of the classic instances
on the program "Candid Camera," when a vocational counselor is giving the
results of the test which a young student with impassive faith has taken,
and he looks at him, the counselor does and says, very seriouslv, '"We have
decided after very extensive vocational testing that you are best suited to
be a shepherd." And, the look of horror and panic and confusion on that
young man's face, you can well-imagine. This is to say that the term 'Pas-
toral” is occasionally quite confusing. The term "Pastoral' indicates our
relationship with the church and the shepherd metaphor in spite of some of
its ambiguity in today's world.

The Georgia Association for Pastoral Care is an organization which seeks
to bring together the church, the seminaries and medical in the community.
There are three seminaries in Atlanta: the Interdenominational Theological
Center, the Columbia Theological Seminary in Decatur, and the Candler School
of Theology at Emory University. The Seminaries, the churches and the Emory
Medical School work together through the Georgia Association for Pastoral
Care to do two things: (a) to offer some pastoral service, some caring ser-
vice, some mental health opportunities for growth to people who are in various
conditions of need; and (b) to attempt to make the minister a better resource
for helping the members of his community and his church.

This says that we're involved, probably fifty percent in training and
fifty percent in offering direct service to persons. The kind of person I
think of is Jim who speaks of himself as a "speed-freak." He works on the
night shift, has been taking speed or various amphetamines for a good while,
attempting to get through the feelings of inadequacy he has as a small man
in a large company. He has a great deal of intelligence. His test results
have indicated that he has high mathematical ability and perhaps, the ability
to move far beyond where he is in his present job, but the sense of inade-
quacy, a marriage struggle with a dominant woman whom he manages to subjugate
only periodically by getting her pregnant, is very evident in this man's
ability to work effectively. He has a relationship with a church which has
caused him to feel more comfortable and to consult his minister rather than .
the '"head" doctor (I believe was the term I read in "Abby" this morning in
the newspaper), because he feared losing his job if he asked for psychiatric
help.

I think one of the important things which our organization can offer in
this kind of case is less immediate threat to the worker. We are not clearly
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in the mental health profession and yet we have a great deal of contact with
social workers, psychiatrists, psychologists and other agencies to which we
can refer. Our major concern js trying to make a minister in serving his
parish a more effective person, and also to provide specialized counseling

service which we operate out of two seminary centers and three church centers
in the community.

Probably 80 percent of our referrals come from ministers to whom guys
like him have gone first., The other 20 percent come directly from an in-
creasing number of employers, perhaps personnel people within an organization,
physicians, social workers and the usual '"satisfied customer" referrals. At
any rate, I think that the Georgia Association for Pastoral Care can offer
something significant to the business community, and has done so to scme
degree in the past.

For a long time, ministers have gone to visit people in their homes.
Now, psychiatrists and emergency mental health teams are going to visit p~-
tients in their homes. People who are not quite ready to ask for help .
often suggest something of their need for help to somecne who reaches out to
them and can take the necessary ‘steps to offer a level of care which is less
extensive than is the formal one-to-one or aven group counseling interviews,
This kind of chaplaincy model w .ch we use at Grady Memorial Hospital, where
somebody who might not be willing to sit down for an hour interview and try
- to work through extensive problems, but may gain a great deal of help from a
conversation with somebody who seems to care and who can maybe just stand in
the hall and talk with him. This is a kind of informal offering of care
which the minister has pioneered in.

Py s mems W U [ —

With respect to referrals for more extensive counseling, the Pastoral
Counseling and Referral Service of the Georgia Association for Pastoral Care
with the central office at the Central Presbyterian Church, you may suggest
to your emplovee that he call us directly, 659-0985. We also have an office
at the Candler School of Theology; at the Interdenominationai Theological
Center where most of our Black counselees are being served. .his is not our
segregation. This is the Black community's own segregation. That's nrobably
a bad word, but I think one of the real issues for Black peoplie as they talk
with me about this, is how much a Black man can be helped by a white ccun-
selor. That's a significant issue today and a kev reason for our having a
center in that community. Our organization is doing a great deal in training
Black ministers in Pastoral Care and Counseling. I think probablv we are

l reaching more Black ministers through our program than anv organization in
the country. These are the main things I wanted to say.
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Emory University Community Legal Service
by
William H. Travlor
Director

1

Rather than just talk about Emory Community Legal Services, I prefer to
talk about legal services in the State of Georgia of which Emory has always
been a relatively small part. The first thing I would like to say about low-
cost and free legal service in Georgia is that there isn't nearly enough of
it, and it is terribly fragmented and disorganized. I am very happy to say
that as of July 1971, our agency and the Atlanta Legal Aid Society will con-
solidate into a single group. That will be a step forward. Unfortunately,
in most places in the State of Georgia, there are almost no legal services
available, at .~ast on the Civil side of the court docket. In law, there
are two principal divisions: (a) the Criminal law -- actions by the State or
the City, ¢- the Federal Government, which can subject a person to imprison-
ment or a fine; and (b) Civil actions, such as actions on contracts, gar-
nishments, evictions, warranties, fraud, and that type of thing.

The United States Supreme Court has said that every person who is
charged with anything above minor crime is entitled to counsel. Unfortunately,
most Georgia Counties, outside of Fulton and DeKalb counties, have not heard
the news yet, and most poverty people in Georgia who are charged with crimes
are not afforded counsel and if they are, it is strictly tcken representation.

In Fultou and DeKalb Counties, there are attempts m-cde to provide legal
counsel. Therc are some state judges who are doing a beautiful job, but, in
many cases, the coastitutional right to counsel is not recognized. In cther
places, it is. In Fulton County there is a Public Defender who takes care of
felony cazes. He handles more than 75 percent of the criminal cases that go
through Fulton County. And, for this, he has a total of five lawyers. Con-
sidering that there are 1,000 lawyers to handle the rest of the cases you can
see what a pitiful effort is being made along this line.

If you have an employee charged with a crime who is without funds, I
recommend that you do refer him to the Public Defender. But if there is any
way possible for your employee to retain his own lawyer, I recommend that he
use the Lawyer's Reference Service. Although we have a Public Defender who
is a fine lawver himself, and is a fine, upstanding citizen, he does not have
the resources to give the type of representation that a lawyer in private
practice can give. So, if you have employees wishing legal assistance and
there is any way they can obtain private counsel, they should do it. It is
an extremely wise investment.

1Director of Emory University Community Legal Service until August, 1971
when Dr. Traylor resigned to accept a professorship at Temple University.
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Our agency is not particulavrly concerned with the criminal law. We do
work with the Lawyer Reference Service. If a person comes into our office
who is charged with a criminal offense, we inquire to find out if he has
funds and if he does we use nan2s given to -:s by the Lawyer Reference Service
to find a competent lawyer who can represent him and for a fee that he can
pay.

But our agency and the Atianta Legal Aid Society, with whom we are
going to consolidate, are primarily concerned wi.h the civil actions. 1In
Atlanta, we probaoly have the best, or one of the best, legal aid societies,
in the Atlanta Legal Aid Society. I+ has a big problem-- it is grossly
overworked. It has about one-qua ter of the staff that it needs to do the
job right. Consequently, you wil: find that its attorney cannot give instant
response to telephone calls. The, cannot give the type of service that a
person should expect from a lawyer in private practice; but they're doing the
best they can. 1 assure you that they can do a good job for your employee
if the employee qualifies for service. Due to the fact that they are
swamped with cases, they have been forced to impose restrictions on accepting
a new client. The present rule is that they will only accept a single
person if his take-home pay is less than $200 per month. If the person has
dependents, $35 a month take-home pay is al'owed for each additional de-
pendent. Calculations show that many of your employees will not qualify on
the scale for legal aid services. It is only where the person has five or
six dependents or something like that, that thev gqualify.

Our legal aid agency, which tried to follow the same standards, tries
to be humane about this. We accept clients and sometimes give them legal
advice until they can raise the money to get their own lawyer. Some cases,
of course, don't require a fee, for example, personal injury cases. We
can always find a lawyer for those kirnds of cases on a contingent basis.
There is disparity between what low income people can pay legal services
and what the general lawyer in private practice expects to receive from
his client. We try to find lawyers, either younger lawyers just starting
out or older lawyers with a good deal of social conscierce, to take clients
who do not qualify for our service. Sometimes when we cannot find a lawyer
who will take the case we do stretch the rules to try to help out. We are
particularly interested in helping the person who is poor by reason of his
status in life. The ghetto resident, for instance, who lhas never seen a
lawyer and sees the legal system as his enemv. He perceives the courts
only as a place where he always loses. We would like to correct this image.

We are not particularly interested in serving executives who are
temporarily out of work, who can go and borrow, or who will be able to get
a job in a few weeks.

On the Civil side, if a person is sued and does not have a lawyer, in
about ninety-nine percent of tne cases, he automaticallv loses. It i, not
a question of his going before the judge and telling the story. He must
prepare the necessary papers to file an answer to thc complaint filed against
him. This he is usually unable to do. Thus, he will automatically be
defavlted. Where employees are temporarily out of work, our agency, and 1




believe also the Atlanta Legal Aid Society, will help to prepare an answer
or assist in obtaining a continuance until the employee can afford an
attorney.

Wage garnishments are a problem. Recently, the Atlanta legal Aid
Society obtained a court decision which prohibits wage garnishments prior
to the time that a lawsuit has been filed and a judgment rendered. There
has to be a trial before an employee can be garnisheed. Prior to the above
decision some companies were garnisheeing without even bothering to have a
trial. Most people thought it was all over with but this is not the case.

. Garnishments will still pose a problem. Most garnishments that come
into our office are on people who have had their wages garnisheed because
they did not knos what to do when they got a Summons to come to court. Some
of these people were high school graduates, a few had some college, but they
didn't understand what a Summons to court meant. We are trying to do a bit
of propagandizing on it in order to get the word out. When a person is
summoned to court, it does not mean go to court, it means go o a lawyer.

If Le goes to court without a lawyer, he is liable to get very poor infor-
mation. He must prepare certain papers, and while some of the clerks in the
court will try to help, they sometimes give misleading advice. If a person
receives the Summons without going to court and has a judgment rendered
against him, it doesn't make any difference vhether he owed the money, was
at fault in the accident, or obtained the furniture, he loses. After you
get z garnishment notice, there is little you can do for the employee except
to make sure the law is properly complied with.

Forrunately, there are times vhen we can help people who have had
garnishment against them, even if the judgment has already been entered.
In Fulton County and DeKalb County, the Summons are frequently served at
the wrong address, or there are some other defects in the process. In thore
cases a lawyer can help. We recommend that vhen one of your employees is
garnisheed, if you think that he qualifies for legal services, send him to
legal service. We will either take his case, or we will refer him to a
lavyer through the Lawyer Reference Service. On the other hand, if you
know the employee does not qualify for Legal Aid eligibility, we recommend
that you determine if he knows a lawyer. If he has a lawyer vhom he knows
and trusts, he should be sent to his own lawyer. If he does not have his
own attorney, we strongly recommend that he be sent to the Lawyer's Reference
Service where he will refer nim to a competent lawyer. It will be up to
him to determine if the wage garnishment can be put aside.

If you refer a person to Atlanta Legal Afid or to any other legal aid
agency, you should use the phone book in order to refer him to the office
nearest to his home. The reason for this is that most people gn to Legal
Aid in the Court Bouse. This legal group is completely swamped by a long
list of people and your employee may have to wait in line several hours.

On the other hand, if your employee is referred to a neighborhood office
(Atlanta Legal Aid has five neighborhood offices), this will be a more
convenient and efficient service. Since the various offices do have varying
hours, I suggest that before your referral is made, the nearest local office
should be called to learn the hours when the attorney will be available-
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1f you have a client who does not live in the Fulton or DeKalb area,
additicral help will soon be available, as it will have an office in
Cobb County before long. Georgia Indigent Legal Services will shortly
have statewvide offices. If an employee is from out of the metropolitan
area, call the GILS (Georgia Indigent Legal Service) office downtown to
determine if they Lave an office in his particular community. For con-
sumer problems, the Georgia Consumer Counseling Service has a list of
attorneys, compiled by the State Bar Association, who may be able to provide
assistance to employees with consumer problems.
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lawyer Reference Service
by

Marion A. Sams, (nairman

Llawyer Reference Service

Atlanta Bar Association

The greatest task we face today, and in particular the next decade, is
to inspire, help and direct the individuals of our society to a moral awace-
s ness of dutv and responsibility of each member to his society. When we, as
individual members of our society, fail to act and live up to our duties and
responsibilities *o our society, we must pay the price of our failures.

Some of these failures have resulted in action on the part of our own
Federal Government to step in and attempt to do the job we should have done,
through our own corp.rate efforts. The Federal Government has at times been
unable to muster efficient manpower and financial support frow the taxpayer
to do the job.

There are many needs of the poor and aged, most of which you are
familiar; however, there is and are growing needs of our majority (middle
class - worker - wage earner - taxpayer) in our contemporary society of
urbanization, social mobility, and complexity of business. One of these
groving needs is legal help and assistance.

Your particular problem is to improve on the productivity of hourly
workers. If you c-n locate, hire and maintain an hourly worker who is
relatively free from personal legal worries, the corporation with vhom you
are serving will be able to obtain better productivity from this worker or
employee - he will be ip a position to devote more of his working time to
his work and less time to his personal problems and will be a happier and
more efficient asset to you, his supervisor.

In the early years of our nation when our social, economic, and tax
problems were less intricate, few of our people had legal problems. A
majority of our population lived in rural areas or in small communities,
and had little difficulty in locating a lawyer in time of need. Lawyers
practicing in these areas were generally well known. If a person wvith a
legal problem didn't know a lawyer, he could readily locate one by asking
his friends.

The development of a more complicated society, and the growth of
large cities and densely populated urban areas have contributed to in-
creasing the number of legal problems faced by the so-called average
citizen, and to making it difficult for him to get competent professional
help in solving them. Recent surveys insme of these areas have in-
dicated that a substantial number of persons had experienced legal problems !
but they had not consulted lawyers. In some cases they did not realize -
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thevy had . legal problem. But even when they did, they sought advice from
a variety of confidants: friends, bartenders, barbers, hairdressers, and
many others. Some of these were afraid to consult lawyers, either because
they thought the fee for a consultation would be prohibitive or because they
thcught they might choose a lawyer who would be a specialist in some other
field and not knowl:dgeable in the field of their particular problems.

This then is the atmosphere into which lawyer Referral was born and has
grow~. The organized bar had for many years supported legal aid organizations.
These took care of the indigent but furnished no assistance to people of
moderate incomes whe did not know how to fird lawyers or were afraid to
employ them.

The objectives of the Lawver Reference Service are: (a) to make
lawyers' services more readiiy available to persons of moderate meaus; and
(b) to assist those who are able to employ lawyers, either by centingent
fee or other arrangements, in finding competent lawyers who are qualified
and willing to assist them. In accomplishing its objectives, the well run
lawyer Reference Service will thus assist not only persons of moderate
means, but also the indigent, who may be able to emplov a lawyer on a
contingent fee basis, and the well-to-do, who may simply want referral to a
qualified lawyer.

Each Lawyer Reference Service is operated under the supervision and
control of the local bar association. Our Atlanta office is located in the
Fulton County Court House. We have a Secretary and two assistants; however,
these ladies have other duties of the Atlanta Bar Association, so that we
have no full time worker. Neither of these ladies are lawyers. They answer
telephone calls and interview those who come by the office.

Each person inquiring for the services of a lawyer is charged a fee of
$10.00, which goes to the LRS and constitutes payment in full for 30 minutes
legal consultation with a lawyer. An interview with the lawyer is pre-
arranged by LRS. The lawyer is selected from a member of the LIRS panel who
specializes in the particular field within which the problem lies.

After the interview, the individual is fize to either: (a) employ the
lawyer further or (b) seek help elsewhere. There is nu cbligation to pay
the lawver auy fee for this 30 minute consultation. The only exceptions are:

(1) Lawyers in outiying areas sometimes collect the $10.06 and remit
it to LRS.

(2) Calls ard letters from out of State are referred to 3 lawvers
wi thout charge.

(3) Inmates in Reidsville, the Federal Prison in Atlanta, ani any
other State of Federal penal instituticn are sent the names of 3 lawjyers
without charge.
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Currently, among some 1700 members of the Atlanta Bar Association there
are 250 lawyers on the LRS panel, who have handled 2,250 referrals over the
past year. Each lawyer —~ panel member -- is allowed to name as many as 4
different fields of law in which he has had legal experience. His selection
is made from a list of 30 different and distinct fields of law defined by the
Atlanta Bar Association.

Each member of the Atlanta Bar Association who joins the LRS panel pays
an annual fee of $12.50 to help defray the cost of the service, and for
those lawyers who are not members of the Atlanta Bar, the fee is $25.00 per
year.

Our service is growing and expanding each year as the public becomes
better informed on availability of this service. I would like to conclude
this portion of my talk by telling you how successful our own office has
been:

We supplied a female with an attorney panel member to obtain a divorce.
The day her divorce decree was handed down, the same lady asked us to refer
her to a "gay divorcee's" club. Not being without an answer, we told ter
to call the Better Business Bureau.

I would be derelict in my duty if I concluded my talk at this point
without mentioning briefly the topic of "group legal services" or as defined
by the American Bar Association, 'group arrangements,” Group arrangements
are various plans by which legal services are rendered:

(1) To individual members of a group identifiable in terms of some
substantial common interest,

(2) By a lawyer provided, secured, recommended or otherwise selected

a. The group, its organization, or its officers; or
b. Some other agency having an interest in obtaining
legal services for members of the group.

I want you to know that my discussion here concerning legal services
is not the opinion of the Atlanta Bar Association, the State Bar Association,
Ar:rican Bar Association or any other organized bar association or any
other attorneys or firm of attorneys, but is solely my own personal comments.

The term 'group arrangements" does not contemplate performance of legal
services by non-lawyers, and the term "group" relates to a group of re-
cipients of lawyers' services; it does not relate to a group of attorneys
rendering the services. However, the group of recipients might in fact
be served by more than one lawyer.

I feel that a brief current history of this service is important for
you to acquire a better understanding of the problem and its solutions:
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In 1962 the U.S. Supreme Court in the case of NAACP v. Button held
that the NAACP could retain a staff of 15 attorneys and pay them $60.00 per
diem to attend meetings and explain legal rights with respect to segregated
schools and to encourage members to institute remedial litigation through
the facilities of NAACP legal staff.

In 1964 in the case of Brotherhood of Railway Trainmen v, Virginia, the
union was permitted to divide the United States into 16 reg.ons, designating
an attorney or firm of attorneys in each region, to handle Federal Employer
Liability Act claims of the members of the union. In this case, the lawyer's
compersation was derived directly from the individual client who was a
member of the union, and in the former case - the Button case - the lawyer's
compensation was paid for by the group.

Three months later, in July 1964, the Group Legal Services Committee of
the State Bar of California, issued a progress report in which many group
arrangements were studied including a motel owners' association, a teachers'
group, a union, and a shipowners' associatinn. This progress report concluded
that there was an unfilled need for legal services of a substantial degree
as to cause concern to the State Bar of California. Although the report was
not approved by the Board of Governors of California State Bar, in May 1968,
this Board promulgated new rules embodying in substantial measure the
recommendations of this study made in 1964,

In 1967 the U.S. Supreme Court held in the case of United Mineworkers
of America District 12 v, Illinois State Bar Association, the union could
employ a salaried attorney on an annual basis to handle all Workmen's Com-
pensation claims of its members. The union paid the attorney's annual
salary and the usual fee of 20 percent allowed attorneys under the Workmen's
Compensation Act was retained by the individual union, employee and recipient.
The Supreme Court held that freedom of expression, assembly and petition
guaranteed by the First and Fourteenth Amendments gave the union the right
to hire attorneys on a salary basis to assist its members in the assertion
of their legal rights.

The Supreme Court, although approving the above group arrangements,
definitely appeared to have concern in protecting the public interest under
such an arrangement. The two most important values to be protected consist
of:

(1) Preserving the independent exercise of the lawyer's professional
judgment.

(2) The preservation of the practice of the law as a profession by
preventing the exploitation of the lawyer's services.

If an attorney is to be used as a s.:vrce of profit to a third party
through whom his services are furnished, : re is an ¢bvious threat to his
independence. Thus, in any group arrangein.its, there must be neither
exploitation nor csntrol.
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I trust that you understand at this point that we are not discussing
legal aid, public defender office, lawyer referral service or military legal
service arrangements. Other group arrangements which will inevitably appear
in this decade will require additional safeguards because of particular
threats to the values to be protected. I suggest the following minimum
safeguards to any contemplated group legal services plan:

(1) The group should be organized and operated so as not to derive a
profit or any commercial benefit or advantage; however, it should not preclude
an employer from providing legal services for its own employees.

(2) If the group is organized solely for the purpose of providing
legal services, the group should obtain from the appropriate Bar regulatory
authority, a certificate that its operation complies with the laws, the
canons of ethics, and the rules of the court of the jurisdiction.

(3) The group should not provide for any of its members any legal
services which would in any way involve a conflict of interest among members
of the group or between the members and the group itself, or the entity
providing the legal service.

(4) There should be a written agreement between the group and the
lawyer, which should be submitted to the authority, whether created by
court rule statute or otherwise within the particular jurisdiction having
respect for the control and discipline of lawyers, where the organization
is located and where it proposes to operate.

(5) The terms of the agreement should state in detail what services a
lawyer proposes to render to members of the group, what solicitation by
advertisement or otherwise the group proposes to make in respect to the
services.

(6) The terms of such agreement should affirmatively provide that the
lawyer is in all events independent of all professional obligations to
anyone other than the individual member of the group whom he serves.

(7) Any advertising and solicitation activities should conform to
those minimum professional standards which forbid misrepresentation and
overreaching by all lawyers.

(8) The participating lawyer should not take any part not justified by
his prior relationship with the group in promoting the creation of any group.

(9) Although the group may pay the attorney's compensation, it must
not utilize such payment as a means of directing or controlling the attorney
in his exercise of judgment in representing any member.

(10) There must be a true attorney-client relationship maintained at all
times betveen the attorney and the member being represented.

As you can see, there is a need for group legal services in aiding
the corporat'on in providing for the general welfare of its employees, which
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The above information concernlng froup arrangements ts, as 1 have
previously stated. solely my own opinion, and T would Like to coneiuwde My
stating that it is inevitable that this tyvpe of lexal represcatation wilil
be increased greatly during the next decade and that i confunction with
group legal arrangements there might possibly be other plauns such s
(a) legal fee financing plans, one of which has originated n Buttalo, Al
(b) legal care insurance which has been studicd in wany communi ties,
including Philadelphia, and is presently belng studied by the Americ.an
Bar Association, Committee on Group Legal Scrvives.
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Discussion

AUDIENCE: This service you are talking about, is it state-wide?

MRS. CARR: There are several services of this particular kind in
Georgia. We have it in Atlanta, Macon, Columbus and Savannah. There are,
I think, other mental health services in the state which provide some of the
counseling that we talked about. The services I mentioned are supported by
the United Appeal in these various communities.

AUDIENCE: We had one particular case less than a month ago, an alco-
holic. This fellow was pretty bad; he needed drying out. He did get this
help and he returned to work and now he is back in trouble again. We want
to know what to do. He has not been detected drinking on the job. But we
know there is trouble. How are we going to really help this guy? But when
we talk to him, he says ''As long as I am functioning from 8 to 5 on the job,
what I do after that is none of your damn business." How do you handle that
kind of display; yet it is fairly typical. When a worker gets in trouble,
he resents the supervisor stepping in.

PATTON: I agree with the employee in many ways. I think the employer
or any supervisor can say once, maybe more than once: '"If there is some-
thing bothering you or if you need help, I hope you'll get it, and the
company will support you in asking for help.'" There's no way in the world,
I think particularly with addictive disorders, of forcing somebody to get
help, because such persons can defeat you at every point. They have grown
to be experts on this over a period of years. I think there is real value
in the supervisor confronting the person and saying: '"It is our feeling
that you are getting in trouble again.'" But then you just have to let it
go. The minister and community services can function oftentimes. But they
can't go out and bring him in and save him. The man has to decide to do
this himself and until he is willing, then your hands are really tied,

AUDIENCE: 1If it is a matter of performance, don't you have to let go
on this basis?

PATTON: 1If he asked you to go on a performance basis, and you say
"Yeah, I'll go on a performarnce basis," when he fails to perform it is
probably time to quite taking care of him.

MRS. CARR: I think it depends upon how destructive the behavior is at
that point, as to whether the person can reach out and accept some help.
For some of these people, things have to get pretty bad with the real
threat of loss of family and loss of job before they seek help. But the
confrontation, and I will just give a quick illustration of an executive
that I encountered a couple of years ago locally. He came in about a




family problem, separated from his wife. He said, '"I'm concerned about my
wife; she isn't managing well," and so forth; and I thought the man had a
hang-over and I confronted him with this. I had never seem him before and
this was really very startling to him. There was initial denial. But, as
we talked about it, I discovered that he had been passed over a couple of
times by his company, although he was still at a fairly high level. It
scared this man enough that a stranger coula pick this up, that he did
really do something about it. I never saw him again, but he called up one
day to tell me that he was being sent overseas on a promotion.

PATTON: I think this is one of the advantages of referral when it is
taken. When somebody else, who doesn't know that person, sees something
the employer has been saying for a long time, or his wife's been saying,
picks it up almost immediately, using whatever prcfessional skill that he
has, sometimes that is very helpful, even if nothing else happens. Even if
he goes away and never sees the person again, that stirring it around may
motivate him to ask later.

MRS. GURLEY: When I returned to my office yesterday from the Conference,
I had on my desk seven cases of workers who had been garnisheed. When I
asked them why they had not answered the Summons, all said that they had not
received them. Then how can they answer? Does the plaintiff have to deliver
the Summons, even if two attempts are required?

TRAYLOR: He doesn't have to make two attempts. One attempt is all he
has to make. The sheriff is required to leave the Summons at the person's
last address and is also required to leave a letter with that in it. A
telephone call will not do the job at all. Frequently, the sheriff fouls up
on things like this. If the employee claims he didn't get notice, it then
becomes a technical, legal question. In this event he should have a lawyer--
Legal Aid if the person qualifies, his own lawyer, or the Lawyer Reference
Service to secure a lawyer.

MRS. GURLEY: These are people who do not even know how to get to the
lawyer's office, and they are turned upon with such ferocity as this?

TRAYLOR: You have hit on the big problem which is facing the legal
profession. Maybe the Lawyer Reference Service which Mr. Sams spoke about,
can help the people in between. They don't quite quzlify for legal services,
and they can't afford traditional legal fees. Perhaps the Lawyer Reference
Service can fill this need. We stretch as far as we can, considering the
circumstances.

MODERATOR: Let me interpose with a suggestion. We do a number of
mailed surveys, and we often do house-to-house interviews on some of our
research work, We find that the changes of address are absolutely fantastic.
That the moving around causes all sorts of difficulties in getting a complete
survey. We go back and try to find the person and can't find him. Therefore,
the mobility of people throws in another complication. The sheriff goes
where the man did live and leaves the letter or leaves the notice. Does that
meet the requirement that you attorneys want?




TRAYLOR: Absolutely not! He must serve the process in a legally proper
way.

MODERATOR: You mean that the man sued must show that he moved from that
place prior to the time that this happened. Is that right?

TRAYLOR: When the garnishment comes, he must defend against the garnish-
ment. One difference is to show that he has been properly served. If he
does not live at the place where the service was made, the judgment is no
good. But he still has the job of going to court and showing that the gar-
nishment is defective., But we had hoped for a change in the law. Both the
Atlanta Bar and the Atlanta Legal Aid Society have been pushing for legisla-
ture which would require that there be a hearing on every garnishment to
‘etermine whether the original judgment was valid, with notice to both employer
and employee. This is the method in many states. 1In many states a creditor
couldn't garnishee a person without giving notice to the employer. In Georgia
we don't have this benefit., It is assumed that the judgment is good.

AUDIENCE: I should like to ask Dr. Traylor if service on the employer
is sufficient to support a legal finding on the garnishment?

TRAYLOR: This gives us a second subject to talk about. Before you can
have a garnishment, you must have a valid judgment against an individual. For
that, you must have service either in person or by copy on the employee. Once
a valid judgment has been obtainéﬂ?*{hgre's no requirement for further service

on the employee in Georgia in order to et a garnishment. You don't have to
try to serve the employee after the original judgment.

AUDIENCE: How does the employer know whether they have first served on
the employee?

TRAYLOR: He doesn't. However, the employer should check with his own
lawyer to determine if he has a right to deduct the money from the employee's
payroll, for if he deduccs improperly, he could be in trouble with his em-
ployee legally.

MRS. GURLEY: I wish there were some way of policing this problem of
garnishments,

TRAYLOR: The law, as recently amended, shows very slight benefits. I
hope that the legislature will seek to do two things. First, make it easier
to set aside the default judgments by making the rule in Georgia the same
as in the Federal Courts, where the default can be set aside if there is
some reasonable neglect. Second, that both the employee and his employer
be served notice of the garmmishment so that they can present his defense.
The employee who has a defense should be able to come into court without
having to post a bond. He should be able to attack the judgment itself.
Some employer's organizations that are equally concerned about the in-
stitution of garnishment believe it should be abolished, as in Texas, Mary-
land and Florida. 1In Florida a creditor can't garnishee the head of the
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family. In those states where they have no garnishment laws it has been
found that loan companies continue the same practices with almost identical
collection results. Creditors do not collect much money from garnishment, as
the real '"'deadbeats' keep moving around. It is used as a terrorism device

to help the collection process. In the states where garnishment has been
abolished, there have been no significant changes in loan policies or con-
sumer credit, or anything like that. The law of garnishment is ripe for
reform. It would be better for the creditor to have a system where the em-
ployer could take the same amount from the employee's pay each month until
the whole judgment was paid. We don't have that in Georgia. Our problem in
Teorgia, and in most states, is that nobody really cares about these kinds of
things. When the legislature is made aware of what a mess it is and has time
to consider it, I believe we will get a better law.

Some creditor's attorneys, however, will first write to the employee
and try to work these things out without going to court. But it is very
difficult for people with intermittent jobs to keep up a payment schedule.
It might be helpful if the personnel department would advise its employees:
"If you have a debt problem, come and see us before you are sued or before
you are garnisheed and we will arrange a withholding plan for you". I have
never heard of that being done, but it's certainly feasible. I believe that
it would work.

Another solution: If you have an employee with debt problems, you
should consider referring him to the Consumer Counseling Service in Atlanta.
Often it can work out an employee-payment plan which is manageable. The
employee's available funds are divided among all creditors to keep them from
suing. The only restriction I have on this practice is that employees should
only be referred to Consumer Credit Counseling Service when they admit that
they owe everything for which their creditors are dunning them. Consumer
Credit Counseling assumes the employee owes it and divides uap the money
rather than defending disputed claims. They frequently are able to work out
a system whereby the employee can prorate his funds among all creditors.
This saves the employee and the employer a good deal of difficulty.

MRS. CARR: They also have an educational service available which is
designed to advise employee groups when there seems to be a fairly common
problem.

MODERATOR: There's a young lady in the back who wants to make a
comment.

AUDIENCE: What I have to say doesn't have to do with garnishments, so
I don't know if it is completely apropos. I have been in Court with people
who are accused of such things as paternity suits, assault with a deadly
weapon, etc. What I have seen is very frightening to me. A Sentence is
read in a confusing mass of legal verbiage. The poor person stands there in
shocck as he begins to realize that he doesn't understand what is being said.
The voice of the Judge is harassing. Then before he has really had a chance
to stutter a few very inadequate words and certainly not a defense at all,
he is Sentenced to a fine, or to a child support amount of money, or to the
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Fulton County jail for three months to a year. Then all of a sudden, he is
going, and hardly realizes wrat has happened. This is a problem which is not
an employer-employee problem, perhaps, but it is a serious one. 1 would like
to bring it to your attention because I feel the group is intelligent and
probably has civic influence.

MODERATOR: Anybody like to comment on that?

TRAYLOR: I would like to suggest that any of you who are interested in
criminal justice in this area should visit the Municipal Police Court downm
on Decatur Street. You would be appalled at the conditions which exist tnere.
What would appall you the most, and it is probably the best police court in
the state, it operates as if it were still in the nineteenth century. The
court's apparent disregard for defendants coming before the court cannot be
blamed just on the Judges. Sixty thousand cases per year for three Judges is
overwhelming, and this is something which the county must assume responsibility
for.

AUDIENCE: Relative to the Truth in Lending Law, has it come up to
expectations in getting a clear statement of the annual interest charge?

SAMS: One element of the law requires that the lender specify clearly the
effective annual rate of interest. But, this is put on a form together with,
say, several other forms when the buyer signs. He is in no mood, nor is he
able, by and large, to read every one of the forms and clearly understand what
is being asked of him. 1In essence, the law is just. But the administration
of it leaves a lot to be desired.

TRAYLOR: We have been trying to do legal education in the Model Cities
area for two years, and have had disappointing results in getting through.
We have tried comic books, discussion groups, and role playing. The real
problem is that these people don't have a great choice of where to get their
money or where to spend it. You can advise them what the annual percentage
rate means. You can tell them to shop around but if there is only one store;
it doesn't matter how shrewd they are they can't do anything about it. This
education problem also applies to people outside the ghetto. We have also
found that a lot of our middle-class neighbors can't read annual percentage
rates, and they will get stuck with a higher rate than they could by going
to a bank. The point is they have always used particular loan companies.
They will refinance when they shouldn't, I think it is more than trying to
educate people, which is about next to impossible. Somet»sw we have got to
be able to classify loan companies in order to identif. those, who, if not
clearly illegal, are the scoundrels of the group. I have about given up on
trying to educate the public to identify that on its own. Moct small loan
businesses are usually honest and inclined to do a good job, but there are
probably 25 percent who -re out to gouge and cheat and do anything the law
will permit them to do, and they often do some things the law will not permit,
and sometimes anything they can get away with. We have to get up a list of
those people and expose them in order that people will s*~p going to them.
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INTEGRATED PROGRAMS FOR WORKER DEVELOPMENT

Assessment Center Approach of Southern Bell
by
E. D. Jelks
State Personnel Training Supervisor
Southern Bell Telephone & Telegraph Company

Thank you Pr. Fulmer for your invitation to participate in this seminar.
1 am especialiy grateful that you will allow me to speak on a subject so
close to me personally. The subject -- Personnel Assessment Centers.

As I look around the room I am inclined to believe I have senority on
just about everyone here. Is there anyone here with more than 42 years
service with the Company they iepresent? If so, come by on vour way out
and I will loan you a crutch. I get along pretty well with iust one anyway.

Yes, I started to work with the Southern Bell Telephene Company on
May 6, 1929, in Thomasville, Georgia. And in these 42 years I have leammed
one thing that I believe more each day. And this one thing is, that the
hardest job the good Lord ever gave a man to do was to evaluate or appraise
or assess another man. And I work for a Company that has committed itself
to the belief that man simply cannot evaluate man in an unbiased and
unprejudiced manner without help. Why? Because man is inherently a biased
and prejudiced creature.

Where can you find a Tech man who is not sure that his team is better
than Georgia's? Aad are not the Auburn's better than the Alabaman's? The
Smiths than the Jones? The Methodists than the Presbyterians. Find me a
Voldostan who will admit that Richmond Academy's football team was better
than Valdosta's notwithstanding the evidence that Valdosta's team was beaten
by Richmond Academy at the State semi-finals last year.

If you had kncwn me well enough to ask me a question about my son when
1 first stood before you to speak, I would probably still be talking about
him. I love to talk about him as some of my luncheon companions found out
today. I am very proud of him! But if you will listen to me talk about him
for 10 minutes and record what I say about him and then play the tape back
to me, somewhere on that tape I will have said something to you about him
that will not be the complete truth. I can't help this to save my life. You
see, the good things about him sound so good to me when I tell them to you I
simply make them sound a little better. And the bad things about him sound
so bad I won't even tell you about them if I can keep from it. And if I have
to tell you, I will make them sound like they really were all right.
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This still is not my point. My point is that | freely admit this to

you. 1 am not ashamed! This is a father's bias for his son and I think a
father should be biased in favor of his son. I think a son should be biased
in favor of his father. So should a husband and wife relationship be--a
mother and father--sisters and brothers--what am I talking about? The
family—-the strongest single unit left in America today and God help us if
this is ever destroyed. But what holds it together--Bias. You see, the
society in which we live dictates to us that this bias is all right within
the family. Don’t we ail smile as we listen to a new grandfather describe
his new grandson? But what do we do with our biases and prejudices when we
come to work? It would be wonderful if we could leave them at home as ve
can a coat or hat, but unfortunately we cannot. And it is precisely here
that biased decisions involving all members of the business family begin to
raise their ugly heads. The hierarchy of the Commercial Department is sure
that the young men in that department are best for promotion within the
department before the br.zht young men in the Marketing Department are con-
sidered. And the Plant Department is equally as certain that their people
are better candidates for promotions than those men in the Engineering
section, and on and on. And don't overlook the hunting, fishing, and golfing
buddies when job vacancies are created. When we faced up to the true facts
surrounding our selection processes some time age, we reached out for scme-
thing better. After trying three or four other methods, we finally settled
on the Personnel Assessment Program. It is now a way of life in our Company

and it grows in popularity with us year after year. We now subscribe toc the
philosophy of Dr. Saul Gellerman when he said, "The proof of the pudding is
not in the eating but whether it gives you lasting happiness or heartbum.”

We have processed over 3,000 people through our P.A.P. in Georgia in the
past eight years. We have, as a result of this, over 500 supervisors today
that vere evaluated in the Program. But what is this Program? What does it
include, what is the objective, who attends, et cetera?

1. What is the objective?

A Craft Personnel Assessment Program is a process by which a craft
person's managerial skills are evaluated in a uniform or standardized way.
Each person attending the center is observed and measured under comparable
conditions. By this we mean that the candidates meet away from the iob on
“equal” ground where technical knowledge of a job or personal biases of
supervisors cannot give one candidate an unfair advantage over ancther.

The candidates are observed by a staff made up of six (6) sec~nd
level management people who are specially trained in this ares and whko have
a thorough understanding of what is expected of ~ first level supervisor.

The tests and group problems are designed to explore the talents
and capabilities which the employee has not previously i.ad an opportunity
to demonstrate on his cveryday job. Thesc tests arc samples of the tasks
which superviscrs are called upon to perforam in a manazement job.




The progras is not designed as a final :udgmental factor in the
selection of management personnel, ncr does it replace the supervisory
appraisal of current job perfcrmance. It sizply makes cne more piece of
information available that can be fitted intc a reccrd of eaployee
perfor=ance.

2. Wwho Attends”

Candidates at Personnel Assessment Tenters are usually those craf?
people who are seen by their supervisors as havirg potential for management.
Perhaps it should be point.~d out that the asses<ment center does not in any
way measure technical ability or job knowledge. Rather it is assumed that
the candidates have sufficient technical ability before they are sent to
the center where managemsent characteristics are examined. All this is to
say that a top-notch craft person does not 1ecessarily maxe a geod super-
visor. The assessment process helps to deterzine the presence or abseace
of =managerial skills in technically competent craft personnel.

The supervisors discuss the progras with potential candicates and
offer them the opportunity to attend. Farticipation in the program is
strictly voluntary and must remain as suck. Attendance at a center does
nct guarantee or even impr’y immediate or future selection for a management
position. Conversely, failure to attend the center does not mean that a
person cannot be promoted. It is intended that an assessment center will
identify people with outstanding qualifications. This should aid in present

selections and help build a pool of promotable people from which future
selections may be made.

3. Who conducts the program?

The program is headed bx a directer who is responsible for its work.
It is not recommended that anvone of less than district level fill this role.
The director should be chosen for his ability in the human relatioms area
and demonstrated success in handling personnel problems.

The staff consists c¢f six superviscrs who are two levels of super-
vision above the level of the candidates and complete strangers to them.
This places the staff at the level which ordinarily nominates men to be
considered for premotion to managesent.

The staff members are charged with the responsibility of acting as
representatives of compan management. As managers they must pass on the
qualifications of potential managers. They are chosen on the basis of their
proven managewent 2bility and a reputation for being able to fit into unusual
assignwents. Since puch of the success of a program of this nature depends
on the ability cf the staff, it is imperative that these supervisors be able
to express themselves well, botk orally arnd in writing.

4. ¥hat does the prograa consist of®

The technicues by which measures of the variocus management skills
are obtained may be grouped into fcur general types: (a) An in-depth




interview, (b) paper and pencil tests, (c) group performance tests, and
(d) individual work situation tests.

Before the candidates attend the center, they are intervieved at
great length by a staff member to learn more about their personal background
and their ambitions for promotion within the Company. At this time any
questions they might have about the assessment program can be answered and
final arrangements made for their attendance at the center.

At the assessment center, the emplovees are tested for twc days
along with 11 others. They take vritten examinations designed to measure
their aptitude. 7hey participate with the rest of the group in cral problem-
solving so that the staff may observe their planning and constructive con-
tributions, their judgment of problems and people and how they react to
others. Theyv are then placed on their own in a typical management work
situation so that the staff may observe how they handle administrative work.

5. How are the results appraised?

. frer the employees return to their jobs, each staff member writes
individuai reports covering the various aspects of ~he employee's perfor-
mance at the center. The next phase of the assessment program consists of
an evaluation by the staff members of each of the candidates. This evalua-
tion takes place vhen the staff meets as a group, reviews the performance
of each candidate on the various tes’: and techniques, gives any other
pertinent information available, and decides the rating on each of the
management variables. The management variables or characteristics used in
the evaulation process were chosen because of their relevance to success in
management and because they canmot readily be observed when a person is
working on a craft job. The rating on these variables might be thought of
in terms of describing the candidate.

After a given candidate has been rated on each of the management
variables, the staff members individually decide the overall potential for
management of the candidate. This second phase, or evaluation, places the
candidate in one of the following four categories: (a) More than
acceptable for promotion, (b) acceptable for promoticn now, (c) not
acceptable for promotion now, but likely to be acceptable sometime in the
future, or (d) not having potential for promotion. It should be emphasized
that this is not a mechanical summing up of the ratings of the management
variables, but is instead a decision based on the relative importance of the
strengths and veaknesses of the candidate as seen by each staff member.

The staff members, as experienced supervisors, are familiar with
the first level job. Fresumablv they have the ability to recognize manage-
ment potential and within the program, they have the opportunity to exercise
this ability under standardized conditions. Therefore, after they have made
their evaluations, they write an explanation for their vote as if they were
"talking to the supervisor” about the person, citing strengths and weaknesses
of the candidate and, if possible, those areas in which further training
would increase the candidates management potential.
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The last phase of the evaluation consists of a listing of the
candidate's assets and liabilities to be used by the director in preparing
the feedback. This might be thought of as the staff member "talking to the
assessee’" through the director.

Thus, the four phases of appraising the results are completed. In
summary they are: (a) Description, (b) Evaluation, (c) Staff addresses
comments to management, and (d) Staff addresses comments to candidate.

6. How are the results used?

Certainly, the most impcrtant phase in the operation of any assess-
ment center is the use made of the findings of the center. In addition to
the report made by the center, other factors such as technical ability, age,
health, geographic location, departmental background, et cetera, may enter
into decisions about the future of any particular candidate. The relative
weight given to each of these factors would depend on the needs of the
business and the long range potential of eacn candidate.

Assessees, if they so desire, may have a feedback on their assess-
ment at the center. This feedback is usually given by the director, first,
to the line organization and, then, to the assessee. Since the purpose of
the center is to differentiate among the candidates as to degree of
managerial competence, it is almost inevitable that some will be seen as
not promotable. It should not be construed that a person's assessment at
any one time will necessarily be valid for the remainder of his career with
the Company. People can and sometimes do change in their performance, and
this factor should be kept in mind before final conclusions are reached.

All feedback, but especially those given to assessees who did not
perform extremely well at the assessment center, stress self-development.
This may be particularly worthwhile if specific weaknesses have been noted
by the assessment staff.

Thus the assessment program benefits both the employee and the Company.
It aids the employee by pointing out strengths and/or weaknesses from which
he can plan a program of self-development. It is beneficial to che Company
because it not only identifies outstanding people within the craft ranks,
but also makes additional information available concerning the managerial
skill of all the pecple who attend. Through the use of this knowledge the
quality of management should improve.
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Migrant Labor Project of the Coca-Cola Company:
Model for Government-Business-Worker Cooperation
by
Garth Hamby
Editorial Group Manager
Public Relations Department
The Ccca-Cola Company

In reviewing the topic assigned to me today, it was a little bit
frightering to see that it was called "a model for government and business
and worker cooperation,” because our Company's Farm Labor Reform Program is
far from a model at this poiat. We are not sure what it is or what it is
going to be. However, a lot of people are working very hard to make the
program a success, but only time will tell what the lasting results of those
efforts will be.

In 1960, The Coca-Cola Company became a corporate farmer when it
acquired the Minute Maid Corporation, then headquartered in Orlando, Florida.
With that acquisition, we acquired about 30,000 acres of citrus. As you
know, most farming operations today are harvested by mechanical means. That
certainly is not true in the citrus business, however. Technology has yet to
come up with a machine that wiil look at an orange tree, for example, and
decide which orange is ripe enough to pick and which is not; so it takes a
human being with hands, with eyes, with judgement, to do the work. Thus,
the task of getting the fruit from the tree falls to an individual--manv
of whom are migrant workers.

A few parameters of our personnel situation in Florida, and I think we
can then get into the particulars of the Farm Labor Reform Program. There
are two broad categories of employees in our groves. One group is comprised
of those individuals who cultivate the land, prune the trees, etc., and are
termed "groves employees."” The second group is made up of the employees who
actually pick the fruit from the tree and are termed harvesting employees.

Now, in order to harvest the 30,000 acres of citrus each year, the
Company employs roughly, 1,000 harvesting workers. Bu. in order to keep a
steady work force of that size, we see roughly 4,000 injividurls during the
course of the six-months harvesting season.

Our harvesting personnel can generally be divided into three groups.
One wouid be the families who live in company-owned housing. We own about
80 homes in the areas of our groves and these families live in that housing,
for the most part, year round. They live rent free. The breadwinner of the
family may migrate to other areas of the country when citrus harvesting is
completed, but in most cases, he will leave his family in that housing while
he is away. The second group of our labor force is the single individual who
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lives in company provided dormitories, and it is within that group that you
will find the true migrant. The third part cf this picture is a group of
harvesting employees who live in nearby cities and towns, who show up at the
groves, pick for a day, are paid, and return to their homes.

Now, with those dimensions, let's look at what we call our Agricultural
Labor Project. Early in 1968, the management of our Company was watching
very carefully the situation with migrant workers in California, and particu-
larly that of Mr. Chavez and the grape growers. At that time, the decision
was made that we should look at our own operations in Florida; and the
management of our Company 's Foods Division, which is the operating unit that
handles our citrus business, was asked to make a detailed study.

That report told us that the plight of people in Florida who harvest
citrus crops, whether they were ours or anyone else's, was not good; housing
was bad; health was bad; educational levels were almost zero; and hope for
the future was practically non-existent. Of course, the next question we
had to ask ourselves was: As a single company with 1,000 out of an estimated
60,000 to 70,000 migrant workers in Florida, could we do anything for the
migrant worker as a whole. Perhaps, even more importantly and to the point,
should we, since many of these individuals are in our groves only a few days,
or at best a few months of the year? Well, the answer, of course, was that
while we didn't know what we could do, we certainly should try to do some-
thing. It was at that time that a Task Force of individuals was formed to
study, first of all, the problem; and secondly, make rerommendations for
solving those problems. It was an enlightening experience 1o me to be a
member of that group, comprised of individuais from throughout the Company.
The housing for family units was found to be generally fair. Of course, it
certainly didn't measure up to middle-class standards, but generally, it was
not that bad. Some housing, however, was in denlorable condition. Housing,
naturally, became one of the first targets for improvement.

Our first inclination turned out to be a mistake. We were inclined to
rush in with a paint bucket, hammer and nails, and rectify the situation
insofar as housing goes. But when the management team assigned to get this
project underway probed closely into the progran, they discovered that they
had left out what may be the single most importarnt key to success, and that
was worker involvement. We simply had looked at the physical thing and left
out the human element. We were prepared to tell the people what was the
best for them without asking what they wanted.

It was at that point that we decided we should get some professional
help because well-meaning as we were, we simply were in a new business. We
found that help in the form of a company based in New Jersey, called
Scientific Resources. They are a group of behavicral scientists with a
pretty good track record of working in the area of humanities, particularly
in ghettos, and they were employed to develop for us a program that would
involve maxiumum worker participation because we felt that in the long tun
that's the only way the program would have a chance for success.

131




ERIC

PAFullToxt Provided by ERIC

Let's look briefly at each of the four main areas of our Agricultural
Labor Project, in light of worker, government, company participation. Those
areas are: housing, health, education, and social services, emplovment, and
organizational development.

One of the first actions was to go, through Scientific Resources, to
the workers themselves, particularly the families who were year-round resi-
dents. What were their wishes? What were their hopes? These are individuals
who, as you probably know, have been for generations in a seemingly endless
cycle of poverty and they've been promised a lot of things and those promises
have not always been fulfilled. So, on the advice of the consulting group,
we went to them and after there was some credibility on our part, we were
able to form a committee composed of harvesting people that we called our
Housing Committee. The Committee served initially in an advisory capacity
between management and workers. Then, after several formal meetings, the
Committee was asked to survey all of those families living in our housing to
determine their wishes in the area of housing. It was not, I guess, too
surprising that they wcrted to own their own home, but that was something
as far as they were concerned, that was blue sky. The Company, which owns
the houses those families now live in, wanted out of the housing business.
Acting merely as a catalyst between the harvesting employees and the Federal
government, the Company is assisting these families to obtain home loans
under FHA 235 funds, and there are today 21 homes under construction that the
families will own individually. A total of 80 homes is scheduled for com-
pletion by mid-fall in two sites set aside by the Company fcr housing purposes.

In the area of dormitory housing, we took a critical look at our exist-
ing facilities. One dcrmitory was considered to be sub-standard, and it was
torn down. We spent about $125,000 constructing a new dormitory facility
which features separate buildings in a campus-type atmosphere. It would be
our hope that down the road this new dormitory facility will no longer be
needed in that the whole program will eventually stabilize a work force, a
work force akin to those in other parts of the Company, i.e., you live in
your own homes, and you come to work at a prescribed hour and you go home.

A second existing dormitory was extensively renovated.

Also, we went to the workers, here again the single workers, and set up
a worker-management committee to serve primarily in an advisory capacity. The
idea here was to involve these workers, even though most of them are migra-~
tory, in the total program. Now, in the area of compensation, one of our
first actions was an accoss-the-board payv raise of about 20 percent to those
individuals who cultivate the groves, as distinguished between the harvesting
personnel. They also were up-graded and re-classified as full-time, regular
employees of The Coca-Cola Company, receiving all of the benefits that I do,
or any other employee does. An early result of that action is that for the
first time, in many years, we have a waiting list of applications for those
particular jobs.

For the guy who picks the orange off the tree--the harvesting employee--

we started a pilot program early this vear testing new ways of compensation.
As you may know, the traditional pay procedure is the piece rate. You pick a
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box of fruit and you get thirty-five cents, forty cents, whatever the
prevailing rate is. One criticism of that system, however, is that on those
days when weather doesn't permit picking, there is no income, for example.
The program is testing basic weekly income, but with a lower than usual
piece rate. This activity had tc be initiated as a test because we simply
did not know, for instance, what this would do to the high producers, those
fellows who could pick 150 boxes a day. The salary was based on picking for
a certain number of days per week and we did not know how this would be
received. A hundred men volunteered to participate in this program and

we 're happy that it is meeting with enough success that it has been expanded
now to nearly 300 individuals. Now that the harvesting season is ending in
Flor:da, we will be able to evaluate a lot of the programs, such as this one,
in lizght of the next harvesting season. In addition to the base salary and
the plece rate, these harvesters in the pilot program were classified as
reguler employees of the Company and they're getting the benefits of paid
vacations and holidays and all other benefits that company employees get.
For the 700-800 harvesters not in the pilot program, we inaugurated a special
savings program whereby the worker could put up to 5 percent of his earnings
in a savings account, and if he stayed with us through an entire season,
which is about six months, we would match it dollar-for-dollar at the end of
the season. His participation would, of courssc, draw interest and he would
have money at the end of the season.

We also offered to them, and I think that this is the first time that
any of these benefits have been available, a medical program which covers
them year round, even after they lezve our groves, providing they have
worked for us for a full season. And a $1,000 life insurance progr:m was
initiated for these workers. These are all against the day when we will be
able to work with a stabilized work force. We're in a little better position
than perhaps other groves owners' in Florida, to effect such a program, in
that we have, in addition to oranges and grapefruit, lemon groves that are
beginning to bear fruit. As you may know, lemons are harvested off-cycle
with other citrus, so that when the oranges and grapefruit are harvested,
then the lemons are ready for picking. As more and more of those groves
come to bear, we hope down the road to be able to provide, maybe eleven
months of the year employment. This, we hope, can stabilize the work force
that harvests citrus.

While I have not stressed the point, I hope that you can see that the
program is not a welfare type program but, instead, a self-help approach.
The paint bucket and the hammer and nail approach would have been welfare.
Worker involvement, as the program is now structured, we hope, will be the
key to success. Also, we think that the project will serve as a model for
other growers to use--parts of it, portions of it, or all of it. But it has
got to be economically viable in order to make it interestirg to others; and
to us that was one of the prerequisites.

In the areas of health, education and social services, we have operating

in temporary facilities social service centers, which at the present time
offer counseling service, assistance in the application for home financing.
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The centers are staffed by former harvesting workers, now serving in full-
time para-professional roles. Down the road, we hope that these centers
will be able to offer such assistance as preventive medicine, adult educa-
tion, and the like.

A new day care center opened recently for children of harvesting
workers. Here again, we've working under a set-up that is somewhat new,
called a Community Development Board. The Board is composed of harvesting
workers from a particular community who decide what services to offer to
their fellow employees, such as day-care facilities. Initially the Boards
came to the Company for funding. In the future, they could go to city,
county, state, Federal or other private sources for funding the programs.

In the area of organizational development, the Company reflected its
genuine commitment to this program by assigning a top-notch management
team to Florida to administer the program. All levels of supervision within
the groves operations are undergoing extensive attitude and sensitivity-
type training.

Today, the program is at the beginning of the beginning. A good founda-
tion has been built, and the program is ready for building upon that
foundation.
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The West Point Pepperell Company Program
by
Charles Parham
Coordinator of Training
West Point Pepperell Company

l When I first started collecting my thoughts about this program, I sought
a little advice on the subject of productivity. I went to my wife and asked
her what she thought about it, as I do in most instances. And I told her that
I was going to present a program here at Genrgia Tech, the subject of which
would be "Maximizing the Productivity Improvement of Hourly Workers." Well,
she made it obvious that she had more important things to think about than
my giving a presentation here at my Alma Mater. She was talking about
groceries. She said if the price of them kept going up that we were going

to have to cut back on our eating very drastically. Emily might have thought
that she didn't know anything about productivity, but when she started talk-
ing about rising prices, she put her finger right on the heart of this matter
of productivity. Inflation in industrial activity has become of prime con-
cern to the American public. At this point, the consumer price index is
probably exceeded in popularity only by the air pollution index. President
Nixon has recognized that the roots of our inflation are firmly implanted in
this business of productivity improvement, and he has gone so far as to
appoint a national committee on productivity. Various business and labor
leaders have recognized this productivity crisis, and some have even evidenced
their recognition by agreeing tc serve on the president's national committee
on productivity. At West Point Pepperel! we have been, and are, acutely
aware of this productivity crisis, probably more so than most. As an impor-
tant member of the textile industry, we have seen, over the past four years,
the wholesale price index for all products rise more than 13 per cent, while
the wholesale price index for the textile products has risen only 1.3 per
cent. We have seen, in general, prices rise ten times mcre than our prices
have risen. We are holding the line on inflation!

And while our prices have risen slightly in excess of 1 per cent, a
major component of our manufacturing costs, the hourly earnings of our
hourly employees have risen more than 40 per cent. If you add this to the
steadily increasing flood of textile imports into this countrv, you have a
productivity crisis, the resolution of which might very well determine
survival of the American Textile Industry.

Well, I have stated the problem. It hes been stated before. We are
all aware of it. Now, what are we doing about it? Well, we are deing a
number of things. The first thing that comes to mind, of course, is tech-
nological improvement. Over the past ten years, we and the rest of the
textile industry, have made tremendous strides in manufacturing technology,
and we are continuing to make strides in productivity improvement through
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technological improvement. But these improvements are slow. They don't

keep pace with the need, and despite the advances that we have made and are
making, we are still a labor intensive company in a labor intensive industry.
We recognize that if we are to succeed in making the productivity gains that
are necessary for the successful operation of our company, that we are going
to have to achieve these gains through the development and upgrading of those
hourly employees on the front line.

About five years ago, we launched a program, along with a number of
other companies in the industry, to accomplish the objective of developing
and upgrading our approximately 18,000 hourly emplovees. The program itself
has no fancy name nor is it identified with any acronym. The vehicle through
which we implement the program, and which we bought from consultants, is
identified by the letters A.A.M.T. -~ Advanced Analytical Method of Training.
A very fancy name for something which is simply a method of training new
employees and re-traiming older employees, using analytical methods.

First of all, let me describe to you the method -- the Advanced
Analytical Method of Training. There are eight principles or steps involved
in the method. As you probably have inferred already, this method involves
some sort of analysis, and as a matter of fact, the first step in this method
of training is operation analysis. Each job in all of our various plants is
carefully analyzed and broken down into component parts and then each of
these component parts is described in terms of its behavioral aspects. A
complete operation analysis provides the basis upon which the rest of the
program is built.

The second step or principle is planned selection. Using the operation
analysis as a basis, a personnel specification is established for a particu-
lar job. This specification details the physical, mental, and psychological
requirements of the job. It thus provides the personnel department a basis
for matching, as closely as possible, the job applicants with the job itself.
Now, in the textile industry you hear about unemployment going up but we
haven't experienced this. Our labor market still seems to be very tight.

And when we talk about Planned Selection here, we get into a period of fluc-
tuating standards for personnel specifications--a fluctuation in conjunction
with the tightness of the labcr market.

The third step in developing the program is systematic skills develop-
ment. Again, using the operational analysis as the basis, we design exercises.
These exercises are intended to teach one skill at a time and are taught in a
logical learning sequence, rather then in the order performed, the traditional
method of teaching. With the setting up of the systematic skills development
portion of the program, tre foundation of a training pregram is laid.

The fourth step involved is the establishment of a training center,
which is merely a vestibule away from noisy production areas, a place which
provides an atmosphere for learning. This training center is equipped with
mock-ups, and other training devices, as well as actual production equipment.
Tt is nothing more than a classroom where employees learn to perform the
function for which they are hired.

136

e el WS oI G W AP W W W T W W S W -

« —

-




The fifth step or principle is trainee participation, and we believe
that this is probably one of the most important principles upon which the
whole program is based. The entire program, although it may seem that it is
very rigidly designed, is actually very flexible, and is designed so the
trainee himself participates in it and, to a large extent, determines the
direction and the content of his training.

i Trained instructors is the sixth step. The entire success of these
programs depends upon these instructors, whe incidentally, are hourly
l employees performing actual jobs, who are reciuited to instruct the jobs
they have been performing. It is essential that these instructors are
trained in the job to be taught and in the methods arnd techniques of train-
s ing. But more importantly, the instructors are trained to have the correct
' approact and attitude toward the trainees with whom they are working.

The seventh step or principle is a planned program. This may seem to
be in conflict with the flexibility I mentiored, but it isn't really, because
it is planned to be flexible. Recognizing that learning has tn be an
interesting experience, rather than ore of humdrum repetition, the trainee's
work is carefully planned with his cooperation and with his participation to
include frequent changes of activity in the earlier stages, building up to
sustained productivity runs progressively during the course, as his skill
and his stamina develop.

The eighth and last principle or step is measurement of progress.
During the course of training, progress is measured by maintaining records
! of exercise time, quality levels achieved, output figures, and other relevant
: information. The primary purpose of these measurements is to keep the trainee
continuously informed of his progress. In the earlier stages of his training,
we take measurements and inform him of these measurements and his progress
in time measurements as small as five, ten, or fifteen minutes.

—

These eight principles, or steps, constitute the tasis for our training
program. We apply the principles to hundreds of jobs in all our plants,
both in the training of new employees and the re-training of older employees.

j Let me say a little bit about how we get it done, i.e., our organization

for training. FEach plant of West Point Pepjerell has a staff department, the
training department, which is resporsible for the organization, programming,
and application of our aperations of training and re-training in their plant.
The head of that department is the training supervisor who is responsible
basically for the design of training courses, the selection of training
instructors and the adnministration of the plant's training program. His
staff consists of instructors, skilled operaters in ile operations that they
are instructing.

W

It might sound as if the training dcpartment has built an Isclated
niche for itself, away from the real problerms of nreduction and manufacturing,
but this is certainly not the case. The training program for cur employees
is coordinated very closelyv with other compary functions. In the area of
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personnel administration, it serves as a very effective communications'
tool in conveying to new and older employees the importance and ramifications
of fringe benefits, such as insurance, profit sharing, and retirement plans.
The initial portion of any training program is taken up with the orientation
of that new trainee. We explain company policy and procedures to the
trainee during this time and we extend it over a period of time. We don't
try to give him one 'shot" of all these rules and regulations and policies
and procedures that we've got and expect him to absorb it.
Safety! Safety training is built into the training program. We also
maintain very close coordination with the industrial engineering functions.
We give careful explanations of pay and incentive systems. When method
- changes or process changes are introduced by the industrial engineering
cepartment, the training department has the task of re-training employees
so that they can adapt to these changes with a very minimum of trauma.
Special programs are often keved around the training program for hourly
Let me say a little bit about the objectives of our program. The hasic
objective of our pregram is to do just exactly what the subject of this con-
Q
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employees. For example, last year West Point Pepperell participated in the
Job 70 program, providing basic education training and job training for
approximately 300 disadvantaged people. Our training program provided the I
core around which we built the Job's 70 program.

ference is all about: To increase the productivity of our hourly workers.

We seek to attain this objective by training our hourly employees to produce

goods of the highest quality at the lowest attainable manufacturing costs.

Other objectives which are directly related to increasing productivity are

shortened learning time, improved operator confidence and morale, reduced
labor turmover, and reduced absenteeism. The results over the last five
years of this program's existence have, by and large, been gratifying. We
have achieved most of the objectives stated. We know thar we can shorten

the learning times, in most cases, by at least fifty per cent. We know that
we can improve the individual's quality and quantity output, and the effect
that we have had on more intangible items such as, employee morale, labor
turnover, and absenteeism is difficult to measure as there are s¢ many vari-
ables involved. Generally, the indicators which measure these intangibles
have shown little improvement over the past few years. I feel though, and

it can only be a feeling, that our training program has had a positive effect
upon turnover and absenteeism. My position is: Where would we have been
without it? In any case, our indicators, the ones which show us the turnover

and the absenteeism, indicate that we do substantially better than the
industry as a whole.
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"Member of Our Family" Apprnach in Japanese Industry
by
Nat Gilbert
Vice President ard Treasurer
Matsushita Electric Corporation of Amzerica

I am most pleased to be here today, and I'm going to talk to you about
a subject which may seem somewhat unusuzl to you, and being unusual, I hope
it vill prove a little bit interesting. One can't talk about labor rela-
tions, generally, without also talking about "the estabtlishment." In the
United States today, most voung people are constantly interrogating th¢
establishment, and this comes from a serious dyubt about some of the things
thst the establishment is doing, and some of the values that are held by the
establishment.

This is also going on in Japan to some extent. But one might s~. that
this activity in Japan is at least several decades behind the activity in
the United States. This is not so because Japan is a backward nation. I
think Japan has proven that it is qualified to take its place among the most
progressive nations in the world. It is rather because of the economic tie,
and the economic dependence that the Japanese employee feels. This economic
dependence requires allegiance, which is sometimes difficult for an American
to understand. It's a time-honored axiom, "Never bite the hand that feeds

”

you. And, from this axiom, developed as I hope to in this talk, will come
some understanding of the "family concept™ in Japanese labor relations.

There is another aspect that I would _:ke to introduce, and my name for
it, you won't find it in any textbook. It is very easy to remember; it is
the "We" syndrome--'"We," "W - E."” The "We' syndrome, simply stated in the
Japanese tradition, subordinates the goals of the individual to the overall
objectives of the group. And I mean the individual subordinates his goal to
the objectives of the group. Desp:te the enlightened self-interest and the
"We" syndrome, Japanese youth does not accept everythinz at face value.
Particularly, within the last decade one may note an alarming increase in
so-called heretic inquisitiveness for which, by the wav, the Japanese estab-
lishment is almost totally unprepared. I must make this qualification before
hand to lend the proper perspective to the things I am about to say.

First, a little history. When Japan suffered its terrible defeat at the
hands of the United States in 1945, the expectation of the general pcpulation
of Japan was that the nation would be completely subjugated to rule of the
victors. And the people of Japan truly expected the worst. Indeed, when
Japan was the victor in a number of wars that had preceded World War II, the
vanquished enemy expected the worst, and what is more, they usually got it.
When, however, the military government under the leadership of General
Douglas MacArthur sought to rebuild, among other things, the economy of Japan
and to bring order out of chaos, the Japanese were quite pleasantly surprised.
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the spirit in Japan and nc legislation could change thiis, certainly not
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merely a guestion of wnen and now auch.

ons, the Jaranese are as familior wiisn what |
going on in the rest o e world as we are. Theyv observe the pcwer of jaber
in the western world. Thev read about how strikes paralvze industry :
Germany, France, ltalv, Britaia, and, las*® but not least, the United States.
Japanese labor is anst ready for this xind of rover. Tris power is not con-
sistent with tne "We" svndrome. Managenent teiongs in the hands @ the ran-
agers; and Japanese labor certainly thinks that it inows its piace. This is
not to say that Japanese iabor will not strike. One oniv neec read the news-
papers to know that this happens with scme freguency in Japan. The fors is
the same, but the Jdifierence in -ubstance is dramatic; nadely, how thev
strike, for what thev strixe, how icng thev strike., and what thev settle fo

With mass communicati
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Ore difference is the fact that Japanese umions are almost alw.. ¢« com-—
pany unicns. Therefore, if the Japanese unicn were to paralvze the compaay,
if they were to defeat tie companr, and the company were, as a result of this,
to be economically unsounc, thev wouid no longer have a liveliiond. The
Japanese labor union is as interested in the welfare and the continuity of
the company as the maragement anc the staciholders of the ~~mpany. Sad se
they never bite the hand rhat {eeds them. The Japanese lador unien
an organization which bLears neavily and conscientiously iie ourden 21 ece-
nomic responsibility [..r Iu.- consequences of its acts. 1 might sav parentheti-
cally that Japarese izt:rr unl ns have a full-time staff of economists.

A Juapansse young man <-ching empleymeat ic £ot the saze 33 an Amerd
voutn lroking for wors., While the American certainly is interesicd in Peing
placed with a grod an! gruowing, progressive organizaticn, there salds
the feeling that his :irst 3ob will alsc ve his last. The Japanecse, hawever,
will more than ilkelv spend all nis working vears with one empiover. And
this is not just the matter o livelihocd, but rataer a traditional marriage
contract and the divorce rate ¢f sush marriages is insignificart. if cne
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to fird it very haré tc accept this, but what the Japancse wife receives in
the way of companionshis are the reager leavings. The sentirzertalities are
to the institution where the gentleman spends rost of his waking hours, and
it is not surprising, therefore, that the man regards the company as his
primary pride. The company, on the other hand, and 1 euess this is pretty
world famous br now, provides fcr the erployee in scme usual and scae unusual
respects. One might say tihat the coxpany is to the =an what the man is to
the wife, and the lovalty progresses up the scale in inverse crder.
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] ' ¥hat the Japanese wife receives, and tle women In the audience are going

How, then, does the company avail it { «f and prefit froe this tradi-
tional lovaitv? Well, the ¥evncie of this seainar is "“aximizing Produc-
tivity Improvement cif Hourly werkers.” 1t i: mv Lelief lnat the purposes of
this seminar are to discover how to channei the latent ercrgies of production
workers into productive activity, and how to get this iatent energy inte
potent motion. I would like to submit that one primary difference is that
in Japan the energy is not latent. It is wirtuaily bristling and waiting to
be channeied. So, the Japanese, if 1 may, will start where this serinar ends
off. The Japanese worker is already ootivarted and he is only crying ifor
leadership and guidance.

1 am here representing Matsushita. 1 said it right, vou didn't, Loctor,
Macsushita Electric Industrial Cn., Ltd., the iargest producer of consuser
electrical and elecireonic gzeocds in lapan and the leading exporter of such
gords. Dr. Cilman fas aiready clarified trat this company is the source of
Fanasonic.

———

How do they do it? Rasically, the rethod iz the disserination cf the
company's basic philoscrhy and its seven 1-ints of human behavior. These
seven points are rcughiv related to the bo. -cout cath, and 1'm not knccking
it. These principles are sirply statements of huean virtues and one can't
quarrel with them.

How dces the comrant «.art each work 4dav? Ard this veu =might find hard
to believe! Each rorni.g. ine (~nlovees are assentled in front of the factory,
in fair weather or foui, in warm weather or cold, and a ccrerony :s conducted.
And 1 might add overccats are forbidden. The ceremony opens with the singing
of the company song and with the announcement of the seven basic objectives.
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In additicn, twire e¢acn vea company poiicy meeting is heid wherein
the president of the ceman— si- nis objectives for the copming Six-months'
period, in the droadest -f i the managers present arc expected 2o
translate these oblectives intc =ore specific chiectives, dealiuz with the
manager's own operatica. mce thesc ohiectives zre formulated, :+¢ managers
have meetings with their owrn penple and announce the basic objectives of the
top managesmen® as well as tire specific objectives relating to their own
department. From this, each individual emplovee is expected to translat
these objectives inte perscnal obiectives. These goals are not taziern
they are vows which are reliziocusiy kent! You might sav rhat the" are
New Year's resolution. Bu?, how zany of vou kept the %ew Year's resolu
vou pade January i, 19717

New, what I have described is iust one ‘oz of cemmunization.
There are ¢laberate crocedures for additioral isres o ical communica-
ticn as well as horizortal communication and mass communicatian. There
exists an elaborate communicaticns machinery designed to get 53,307 emplovees
working toward the same gereral end arnd te chaanel the energy :ior which

Japan has become {amcus in the iast decade.

I ust want to announce one thing, that Mr. Xonosuke Matsushita foundecd
our cczpanv in 1919. Tedavy Mr. Matsushita is about 78 vears old: he has
developed z philnsophy over the vears which is called "Peace and ﬁaapfaess
Tnrough Prosperity,” or PHP.  Ap !mportant furction of PHP Institute is th
publicaticn of PHP ™ 21 zine. Tne aim eof this magazine which, 1nc1dentaiiy,
has world-wide d;str‘ ticn

. i5 sioply "Meral Enrichpent.” The Iazpanese
versica of this magazine -as the largest circilation of £av peathly magazine
iz Japan. It carries 0o adsertising. It aims enly § sacial izor..vement.
Copires are availahlc He negistration ‘@Inpee tnat leoy 1l4e
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in public places one does not walk in fear of crime or bodily harm. He
lived in the Tokvo area and he explained to me that from the time his chil-
dren were six vears old they took trips on a subway irtc Tokyo without fear
on the part of the parents because nothing ever happened to theiz. Further-
more, when he drove Fis car into Tokyo, which was a rare occasion iLecause of
crowded parking space, he was never coacernad about his automobile. 1if he
had any shopping, he left it in the automobile withouvt concern.

This is testimony on the part of a small town American boy, who grew up
in rural America, studied for the ministry, and spent fifteen years in Japan
as a church missionarv. lie observed the Japanese people all during that
tize and he has a lot of respect for them. For emphasis I will state again
what he said, "1 knew no fear of crime in Japan."

I think there are lessons in what Mr. Gilbert told us about how the
Japanese treat their workers and the tremendous lovalty Japanese workers
show towards their emplovers. There is also a lesson in the statement by
Pastor Dawkins that crime seems much more under control in Japan. It is
tragic that crime is running at such a high rate in America and is increasing
all the time. 1 ask this question: “What do the Japanese have that we don't
have?” It is "something” and I think it is time we learned what that "some-
thing"” is: it just may be worth imitating--especially that tremendously high
respect they have for the individual in the work place.
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Discussion

AUDIENCE: Mr. Jelks, do ycu have moral values in the evaluation nrocedures?

JELKS: We have no moral variables. There are nineteen management variables.
They have gone through & refinerent of about 14 vears. We started out with
some 45 at the University of Michigan. Actually, they started in Germany.
Personnel Assessment Centers were used in the selection of Hitler's $S. This
was the origin of the idea. It was adopted by the United States in selecting
its counter-intelligence people. I believe the first application of it in
business that we know of was about 18 years ago. The Federal gcvernment,
Bell Laboratories, Columbia University, and the University of Michigan held

a conference trying to decide what makes an executive. They developed 45
management variables, but they are now down to 19. Suc® things as oral
variables. Those things that every management person that we know of has

at least in an above-average degree, not genius level, but to an above-average
degree. I have the feeling I'm not talking to your point. Am I? Am I
answering your question? I have the feeling I'm not.

AUDIENCE: Maybe you are!
JELKS: I don't think I am.

AUDIENCE: I am thinking atout Einstein. I don't know if you have any like
him to begin with, t .t how does your program fit this sort of perscn?

JELKS: Oh, I think I hear vou a little more ~learly. He is like a bale of
cotton that comes down; we put him on the scales and we weigh him. We turn
him back to top management. They do whatever they wisn with the bale of
cotton. All we do is read the scales. Our Assessment Center does not say
"promote this man, don't promote this man". We identiiy the 19 variables,
send the man back to top management of that particular department and they
make the final decision, thank you, I'm sorry that T misled you at first.

AUDIENCE: I am curious as to vour method of votirg on candidates. How do
you prove the validity ¢f vour selection process?

JELKS: A management picgress study has been running in ocur Company fer aver
twenty years now. Dr. Jouglas Bray, at Columi.ia University, before he came
over to work with us, criginated it.

Every man tiizt we consider a college trairee, thai comes into the bell
System, we classify in order to identify him later. The-e were 360 such men
that cane t- us 20 years agc. Dr. Brav gave them = large group of tests ana
he is tuwe only man whc has the results. The bosses of the men did not know
what thev made, no one within the company knew. Dr. Brav alone knows. He
got this information on all of these people, recorded it, filed it, uand




opened it ten years later. He then went out to find what and where were
these men? Some were dead; some had been fired; some had risen in the
business; some were right where they were when thev were tested. He looked
at the ones that went up in the business and found the characteristics most
prominent among those men, and this was the beginning of the study called
"The Management Progress Study." It ran 10 years. After Dough looked the
data over, he said he closed it again and this is the 20th year of the
study. It has been proven to us. Let me say, I cannot give you the data;
I do not have it. I can give you only the statement of Dr. Bray who has
this information. We feel that it's good, since we have used the results of
it here in Georgia for over 8 years.

AUDIENCE: Mr. Gilbert, we hear a lot about the Japanese worker and his place
in the "Company Family." If you could possibly boil it down to one prime
characteristic of the Americarn hourly worker versus the Japanese hourly
worker, what basically determines productivity?

GILBERT: Well, I think I'm going to answer your question very quickly
because I think every speaker that I have heard has used this word --
"involvement." When I outlined for you the announcement of this company
overall policy for the year, for six months, and how this whiplashes right
down the line to the lowliest production worker and how he is involved in
these aiis and these goals, it is, in a word, "involvement."

AUDIENCE: Let me ask you a question relative to the Japanese method of
involving its workers. Would you generalize and tell us in a few words the
few things which are applicable to American trade problems?

GILBERT: I am like the fool who rushes in where angels fear to tread. I am
sitting next to a textile man; I am in the deep South; I say things that must
offend the Union man when I talk about economic responsibility, so I'm sur-
prised I'm still welcome here, and perhaps I am not. I would say that the
dignity, that's the word I was looking for, the dignity of the individual is
looked to in Japan. And, if I may, I should note that this is often over-
looked in American industry. It was my observation that from time to time
every worker is given a voice. Now I can elaborate on that. There are a
number of programs -- one jumped into my mind immediately -- one they call
"QC Circle" which means Quality Control Group. Now, every production worker
is a voluntary member on his own time. In such a group they discuss their
production methods, the defect ratios and how to reduce those defect ratios.
True, the program was formally presented by the management, but the involve-
ment of the employee was voluntary. I think it is just another way to give
dignity to the individual. I don't care what he does or who he is, he has a
need for dignity.

AUDIENCE: I should like to ask Mr. Gilbert if he would care to comment on
the Japanese industry-government relations compared to U.S. industry-govern-
ment relations?

GILBERT: I hope you are asking about the relationship of Japanese industry
to Japanese government and not Japanese industry to American government! We




have more relationship than we care to talk about. It is a well-known fact
that Japanese government is more actively involved in the policies and
methods and programs of Japanese industry. I wouldn't say it is on a formal
basis, but the Ministry of International Trade and Industry does have a
rather heavy, pronounced hand in what a major Japanese company does, and if
monopoly is a dirty word here, it is less of a dirty word in Japan. It is
still a dirty word, but it is less of a dirty word! There is not the tremen-
dous body of regulations that Mr. Fletcher alluded to and which he is about
to increase abundantly; it is much less formal. But the regulation is there.
Did I answer your question? I'm sorry, I don't know if I did.

AUDIENCE: 1Is it true that part of that is simply because the job situation
is concentrated in a few hands and the Japanese worker fears to job-hop?

GILBERT: First of all, let me discount by about 30 per cent, the first thing
you said, usually that the job availability is concentrated in the hands of
very few companies. That is not true! There are many so-called backyard
enterprises where they employ only two or three people, and the same longe-
vity, the same tenure applies. In other words, if you go to work foi an
individual, an entrepreneur who has only one other worker, you would expect
to work there the rest of your life.

Now, getting back to the other point that you alluded to, there is a
natural discrimination against an individual who is job-~hopping. It is not
really black-list, but it's not really something else, either. So, if you

have left two or three other companies and you have applied for employment,
chances are, you are going to be turned away.
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My understanding of my task is that I am to react briefly to the things
which have gone on in this Conference so far. Everv now and then we wonder
as we sit through meetings, "What am I doing here?" "What's this meeting
for?" '"Why do we nave meetings like this?" But this has been an excellent
meeting and such questions have not plagued us. We really go to meetings
for three major purposes. One is to gain information; another is to get
ideas. Sometimes we have the information, and ideas give us ways to apply
some of the information we have. As "necessity is the father of invention,"
other people's ideas and practices are often the mother of invention. And
when we hear what other people are doing, sometimes we can bend their pro-
grams to fit into our own situation. The third reason, I think, is that we
go to conferences such as this one to gain understandings or insights. And
we come away, if we have achieved these goals, feeling greatly enriched.

Dr. Schenkel, in his opening remarks, talked about Herzberg's theory of
motivation versus hygiene. I am sure that you are all familiar with Dr.
Herzberg's theories. One of the probIems that people in personnel have
faced is that we have been accustomed to dealiryg wiih the hygiene needs
rather thap with the motivators. Hygiene factors have seemed to be insati-
able. You never seem to be able to fulfill completeiy the job "satisfiers,"
and when you make a move to fulfill them, you are disappointed that the
effects scem so very temporary. Take money, for example! Employees receive
a wage or salary increase. Management's inclination is to believe that they
are saying "Oh, boy, this is fine. I won't need any more money. I've reached
the goals I was seeking." As you know, the increased income makes them happy
for an amazingly brief period of time. Then they start their drive toward
the next raise. Or take another hygiene factor: you install air conditioning
or better lighting. This seems to satisy the need for physical comfort for
a short while; then there starts a push for wall to wall carpeting and
draperies. Hygiene factors do not, therefore, bring lasting satisfactions
at work. We have put blind faith in monev and in physical ccmforts too long.

This conference, 1 am happy to say, has concentrated on the "motivators"
rather than the satisfiers. Motivators are thuose job factors which mcve an
employee to do a better job. They are the factors involved in self-actualiza-
tion. At this Conference, we have heard manv good ideas which concentrated
on the processes of getting peopie involved and interected in the jobs they
are doing. It has considered the processes whicl: involve people and help
them to realize their own potentialities through the work they are doing.
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The title of the conference, though, implied 4 licrtle bit of manipulation.
We can't afford to te guilty of manipulating people. We 4o nct sav, "We
want you to be more productive; therefore, we are doing these fiune things
for you." We want employces to be happy with their lives and to feel
satisfaction with the job thevy are doing. It is onlv incidentally that we
hope their satisfaction with their lives will result ir. greater oroductivity
on the job.

I think one thing this conference has pointed out is that the sersonnel
department in any company is 26ing to have to assume greater and gredater
responsibility. Dr. “reen's paradigm cf yesterday, when he was discussing
the "open door" policy tn~ top management, indicated that this has nnt 2'ways
been as simple a procedure as stated in management policy. 71t has heen
assumed that any worker can go talk to the company precident, so leng as he
goes through proper channels. In many instances, the necessitv for going
through channels has ¢t off access to top management -ompietelyv, since the
nrehlem which the emplovee may have wanted tc discuss was that of a person-—
ality clash with his immediate supervisor. This is a piace in wlicnh the
personnel department can be of real service to the worker. If the personneil
department were to be given the responsibilitv of channeling the worker to
talks with management, with no intermediate steps between the worker and the
personnel office, workers might be more inclined to take advantage ¢ the
open door. However, the personnel officer would have to he Airectly under
top maragement on the organization chart, with no intermediace steps between
to close that open adoor. This is one way to maintain tre dignitv of each
person in the organization, and still give more responsibilitvy for iandividual
welfare to the personnei department - which is, perhaps, where it belongs.

When you listen to the many different phases of individual security
which industry has taken on as its responsibility, you are amazed to recall
how far we have prrgressed from the days when the duties in perscnnel were
largely "hire 'em, judge 'em, or fire 'em." We have taken two days to
discuss the many hurman-concern features of most companies: insurance, health,
credit unions, legal implications. Each of the factors discussed here could
be the subject of an entire conference. This has been only a survey of all
the kinds of programs made 3vailable to the average employee. 1t is an
indication of the real con-ern which business has for the pecple wi.c work.

Ve un:derstand hew great nre our ronpes of responcibility. Tt tends to
be a little frigbtening. e acknowledge that we n2ve ambiticus geals that
we are trving to achicve. They are tremendously worthwbile goals. We are
trying to giv. recogriticn tn the dignitv of all work, not just tlie work o-
professionals or monagenert nesple.  Much of the responsibilitv for this
task falls on the shoulders of the personnel department. And, were we t-
have a true-tal¥ring seoths.yer amone vs, we would probakly liszover from hix
that this responrsibility will gprow rather than diminisr in che deca~2 2hecd.
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Robert F. Longenecker
Program Director
Georgia Consurer Services Progran
Georgia Department of Family and Children Services

It is difficult to react to a conference like this, because someone
alwavs gets up ahead of you and says the things that you wanted to say. I
would like to stress one thing. As one who has been in the social welfare
field for a number of years, scme things I have heard here really touched
me. From the vantage point of the social welfare field, you always look at
management, free enterprise and the busiress world more or less as the
enemy, because those are the ones vho are creating the problems by not
employing people who are capable of empl