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FUNDAMENTAL EMPLOYMENT CHARACTERISTICS
OF THE METAL TRADES INDUSTRIES
IN THE SAN FRANCISCO BAY DISTRICT OF CALIFORNIA

ABSTRACT

This study was made in the San Francisco Bay
District including the cities of San Francisco, Oakland,
Berkeley, and Alameda and other small cities. It rep-
resents a large manufacturing center in various types
of industries in which the greater proportion of the work
1s 1In the metal trades line.

The writer, who has been working with the lead-
ers in Industry in that particular district for many
years, has become conversant with the larger employee
problems while carrying on vocational training and place-
ment activities. The employers have been very cooperative
in working out employee problems with the school system.
They are especially interested in what may be called em-
ployment characteristics or employment hablts.

In the many conferences which have been held on
the subject of employee problems, recognition has been
made of three types of employees, namely, advanced, non-
advanced, and separated. The advanced employee 1is that

person who is well-equipped in every respect to advance



on the job and does so. The non-advanced type of em-
ployee is the one who for some reason or another contin-
ues on the speclalist job or some other job beyond which
he never rises. The third and last--separated type--is
the employee who for some reason becomes such a severe
problem that the employer has to discharge him. The
question 1is asked over and over again, "Why are these
three people so different? Why does the first one get
shead, why does the second one stand still and why does
the third one get discharged? There would be many ad-
vantages to the solving of these three problems. The
employer would be better off economically by being able
to select men who were void of negative habits; the
schools would be far better off if they knew the answers
to these questions, being able to set up a vocational
training program that would eliminate to some extent at
least those two dangers.

With these facts in mind this study was begun
with the attempt to solve the following problem, namely,
to determine fundamental employment characteristics and
to recommend ways in which the local vocational training
program may be improved in its efficiency. The solution
of the above problem depends upon the answers to the fol-
lowing questions:

l. To what extent does industry give time or
accomplishment credit to graduates of
vocational schools when they enter in-
dustry?



2. Do employers make a preferable distinction
between vocational graduates and regular
high school graduates?

3. What constitutes recognized employment
characteristics and other assets which
might be used as teaching responsibili-
ties and employment aids?

4. In what way would these employment charac-
teristics be of value to the employer
when analyzing a prospective employee or
checking the progress of an employee?

5. What measures or methods may be employed to
improve the efficlency of the vocational
program?

With this problem and its subordinate questions
in mind, plans were started toward the solving of the
problem. The first thing that was done was to organize
a small committee of employers who had distinguished them-
selves as belng interested in employee progress. The in-
tention was to hold one or two conferences and by the con-
ference procedure determine what in the minds of this
small group were employment habits, both good and bad, and
to determine what procedures might be followed in making
this study. The meetings proved so interesting that they
carried on over 27 meetings of two hours each. Much ma-
terial was gathered at these meetings, including such
things as demonstrating the actual procedure of hiring an
employee and rating him while he was in the company em-
ploy. A summary was made of the material gathered, and

this was used as a reference and guide in the following

procedure.



Next, personal interviews were held with some
of the leading employers to obtain further information
as to what rules and procedures to follow in gathering
such confidential information as would be necessary for
such a study. The following rules were assembled as a

result of these conferences:

GUIDES FOR GATHERING EMPLOYMENT DATA

1. Employers are interested in any sound plan
which promises an improvement or an aid
in solving employee problems.

2. Any form which is to be used for employee
rating research must be businesslike
and complete.

5. Employers will not as a rule take time to
fill out a stereotyped questionnaire.

4, Information of this sort must be secured
by individual contacts rather than by
mail.

5. All contacts with employers should be made
by previous appointment.

6. Confidential information such as the nature
of the material desired can be obtained
only to the extent that it be treated as
confidentisl in so far as names are con-
cerned.

On the basis of information which had been gath-
ered through the group conferences an employee rating book
was developed. The book was divided into four parts as
follows:

1. Case history

2. Personal characteristics

3. Reasons for present case status or
job progress factors

4. Employers comments and suggested
corrective methods



I. CASE HISTORY

The purpose of the case history was to have a
record of the types of industries, to evaluate the effi-
ciency of employment officers, to determine the status of
the employeé at the time the record was made (whether he
be at present employed or on relief, ete.), to check the
methods by which the employee was selected, the source
from which the employee was selected and the educationsal
training which the employee had had previous to the time
of rating.

II. PERSONAL CHARACTERISTICS

Previous studies made by authorities in personnel
maenagement have been undeclided as to the actual number of
personal characteristics by which an employee should be
rated. The booklets contained 42 personal characteristics
which had been gathered from articles which had been writ-
ten by personnel directors, from rating sheets of various
employers, and from information gathered from the pre-
viously explained conferences which were held on employee
problems.
III. REASONS FOR PRESENT CASE STATUS

This section of the rating book was a sort of
check against the section called "Personal Characteris-
ties." In evaluating this section of the booklet, they
were called job progress factors. They represent the
judgments of the employers as to why the employee wga 80

whether it be of the advanced, non-advanced, or separated.
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Quite naturally, then, many of these factors are negative
ones, such as misfit, lack of training, etc.
IV. EMPLOYERS COMMENTS AND SUGGESTED CORRECTIVE METHODS
It was assumed that after the employer had ana-
lyzed the employee to the extent of checking him against
42 personal characteristics and 32 employment progress
factors, he (the employer) would have some idea as to what
remedies he might suggest as preventive measures or up-
grading methods which, if followed, might improve any in-
dividual under simllar circumstances. The purpose of this
section of the book, of course, was to gather material by
which the vocationsal department might be improved and to
give the employer a chance to express his opinion as to

wherein the faults were.

GATHERING THE DATA

The booklets were delivered in person to 50 em-
ployers. At the time they were presented to the employ-
ers, an instruction book was likewlse presented which
contained full explanations as to how to fill out every
item in the booklet. Time was taken to sit down with the
employer and talk with him, explaining how the job was to
be done. Forty-five of the 50 employers returned the book-
lets filled out as directed. The data gathered in the
booklets was compiled into 19 tables and four charts. The

purposes of the charts were:



No. 1--To illustrate by graphic analysis the case
history section of the booklet and to de-
termine to what extent the employer was
seeking employees from the vocational de-
partments of the high school and to other-
wise see what the distribution of employee
supply was.

No. 2--A graphic analysis of employees to determine
the educational training of the employees
and also to see to what extent employers
gave time or accomplishment credit to
graduates of vocational schools, and to
see 1f they made any educational distine-
tion between other educational institutions.

No. 3--A graphic analysis of personal characteris-
tics and their relation to employee ad-
vancement, non-advancement, and separa-
tion. The purpose of this chart was to
illustrate the three types of employees
in percentages of worth against 42 per-
sonal characteristics.

No. 4--A graphic analysis of the employer's recom-
mendations for improvements. The pur-
pose of this chart is to illustrate
graphically the employer's opinions of
the various school systems, what they
can do for improvement and in turn what
the employer himself might be able to
do to remedy bad situations.

The 19 tables are for the purpose of analyzing
the three types of employees to determine employment
characteristics.

The analysis of employee educational levels,
made by taking the totals of all of the employees and
checking them against the various types of schools, shows
that the majority of employees came from the high school,
having had a general education, while only 8 1/3 per cent
came from vocational departments. This section of the

study completely answers questions one and two, and the



answers to these questions are thus given based on the

above findings:
1. Industry as a whole gives only a small de-
gree of credit to graduates of vocational
departments when they enter industry.
2. Employers as a whole do not make a prefer-
able distinction between vocational
graduates and regular high school gradu-
ates in favor of vocational graduates.
The study wlll show that the favor is
for the regular high school graduates
instead of those coming from the voca-
tional departments.
EMPLOYMENT HABITS
By taking the ratings of the three types of em-
ployees against the 42 personal characteristics, and by
again taking the ratings of the three types of employees
agalinst the job progress or case status factors and cal-
culating a probable percentage for minimum expectancy of
advancement, a composite list of the two charts was de-
veloped which may be called a complete list of employment
characteristics or habits. This constitutes the answer
to question three of this study and is thus answered.
Table 32, entitled "Employment Characteristics,"
is the result of the findings of this study and is thus

presented.

EMPLOYERS SUGGESTIONS FOR EMPLOYEE CORRECTIVE METHODS
From the analysis of the material which was gath-
ered in the category of employer suggestions the employer

recognizes the following problems:



l. He should have more selective methods.

2. He should improve vocational and social
counseling within the plant.

3. Reqguired to continue education while
employed.

If the list of 47 employment characteristics is to be
accepted as existing employee rating factors, then they
automatically become efficiency devices by which an em-
ployer may improve (1) his employment methods and (2)
his vocational and social counseling system within the
plant. This leads to the answers to question four of
this study which 1s gs follows:

These employment characteristics would
be of value to the employer as follows:

A. To use them as a rating chart
when making an analysis of
prospective employees.

B. To use them as a rating chart when
checking the progress of em-
ployees on the job.

IMPROVING THE VOCATIONAL PROGRAM
According to the employers' statements, the fol-

lowing improvements in the schools should be made:

1. Improve sociasl and vocational counseling in
- the grade and secondary schools.

2. Encourage closer cooperation between the school
and employer.

3. Improve methods of checking training in the
grade and secondary schools.

By these deductions the question five of the

study is answered as follows:
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1. Improve our social and vocational counsel-
ing systems in the grade and secondary
schools.

2. Set up more industrial sdvisory committees
for the vocational departments and see to
it that they function as advisories.

3. Improve the general training program in the
grade and secondary schools to the ex-
tent that the subject matter and work
done will be more directly in line with
contemporary needs of individuals and
more directly allied with industry.

4. Set up a better functional program for
student advisement by tying the ad-
visory systems with the parent organi-
zetions in order that those who need
guldance and counseling may get it
through a source which is directed by
the regular advisor or teacher in the
school.

5. Improve the vocational training program
in the schools and make them function
in a way which will parallel the work
the boys in the vocational departments
will do when they enter industry. This
can be done by closer cooperation with
industry and by having more of the
work directed by the advisory committees.

6. Set up a more definite program of mathe-
matics for all students in the voca-
tional department.

The above answers to question five are actually
recommendations and should be observed as such. In ad-
dition to the sbove statements the following recommen-
dations are made:

1. If industry is to give time or accomplish-
ment credit to graduates of vocational
schools when they enter industry, then
the vocational industry must adhere to
the advice offered by the trade advisory
committee. The recommendation is that
the local programs in vocational educa-
tion shall follow more closely the advice
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tests, as has been found by the review of literature of

given by the trade advisory committees.

If the vocational department has something
that it thinks is good, then advertise
it. Let industry know that you have a
good vocational department and are turn-
ing out good students.

Develop aptitude tests for measuring abili-

ties of students.

i

If industry accepts the trends toward aptitude

this study, the vocatlional schools should be leaders in

the field of employee selection and rating.

RECOMMENDATIONS FOR THE IMPROVEMENT OF

EMPLOYER-EMPLOYEE RELATIONS

1.

2.

Strengthen personnel management by employing
a personnel manager.

Set up application blanks and personal anal-
ysis charts based upon the employment
characteristics compiled from thils study.

Set up employment record cards or rating
charts based upon the employment charac-
teristics compiled from this study and
use them for rating the daily progress
of the employees.

Require 211 employees regardless of age to
attend some type of educational institu-
tion while employed.
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Chapter I
INTRODUCTION

San Francisco Bay District in California is
that locality which surrounds San Francisco Bay. It
Includes as principal cities San Francisco, Ogkland,
Alameda, and Berkeley. It is a manufacturing center of
various types of industries, with a major proportion of
its work in the metal trades line. For several years the
writer, who is Director of Vocatlional Education for the
c¢ity of Alameda, has been working in clcse harmony with
industrial leaders in placing boys who have completed
their training in the Vocational Department of the
Alameda High School.

In Alameda a large evening trade extension pro-
gram has been built up. An advisory committee of employ-
ers consisting of leaders in the metal trades industries
constitutes the major governing employers committee. The
term "governing committee" is used for the reason that
this committee actually decides the policies with regard
to courses of study and placement. It also sets down the
rules and policies by which other committees work with

the Vocational Department of the city of Alameda.
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For many years the greatest problem that has
confronted this committee and, incidentally, all indus-
tries of the Bay District, has been that of determining
why some employees make good and others either fall by the
wayside or merely stand still.

This implies that there are three recognized
types of individuals. The first classification, known as
the "Advanced" type, very definitely and without much ef-
fort rises from one pay roll job to another. The second
one, called the "Non-Advanced" type, constitutes the type
of employee who holds a specialist job or some other job
beyond which, for some reason or other, he never rises.
The third type, known as the "Separated" individual, is
the one who, from lack of the development of certain em-
ployment characteristics or traits, is eventually dis-
missed for cause. The following illustration wlll give a
better picture and a better understanding of the three
types of employees referred to:

Let us suppose that three men of appar-

ently the same average educational level got
jobs in a factory, or perhaps in separate fac-
tories. One man advanced from his first posi-
tion to the next higher up, and so on, to
possibly that of general manager of the concern.

The second man continued plodding along

in the same job into which he was placed when
he was hired. He seemed to go neither ahead
nor backwards. In the minds of everyone he
was a splendid fellow, a very likeable person,

with a fairly good education.

The third man continued in his job, doing
very well for the first few months, and
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possibly was even advanced to an elementary

leadership job. Something seemed to go

wrong, however. The boss lost confidence in

him and discharged him.

In the above cases these questions are asked:
Why did the first one advance, the second one stand still,
and the third one get discharged? Employers would like
the answers to these questions because it would enable
them to set up a more efficient system of personnel
management and a better scheme of rating employees after
they are on the job. If they knew the answers to all the
questions, they might be convinced that it would be well
to set up an employee training system whereby they could,
by training, overcome the weaknesses of thelir employees
to the extent that they would become more efficient work-
men and if the schools, both public and private, knew the
answers to those three questions, they would be able to
set up a more efficient pre-trade training program and a
better pre-employment counseling procedure. It is also
likely that the schools could set up a more efficient so-
cial counseling system than is to be found at present.
Previous research does not seem to solve the

problem indicated in this study. Personality is dealt
with in a general form and with a wide diversity of
opinion as to its nature and development. Likewise, many
if not all of the soclal habits are dealt with in a more

or less general manner. The problem remains, however,

not only to determine what employment characteristics
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are, but to find wherein the weaknesses lie in the manner
in which employees are selected for employment, and the
accents and emphasis which the vocational school should
place upon certain employment characteristics or habits
in order that the student will know what may be expected
of him when he seeks employment in industry.

Qur various vocational systems throughout the
country have developed an apparently efficlent system of
placement in industry. The records herein developed,
however, will show that, according to this study, the
ma. jority of employees inducted into industry are not
taken from the vocational schools, though it would seem
more efficient that they should be.

The problem which this study attempts to solve
is to determine fundamental employment characteristics
and to recommend ways in which the local vocational
training program may be improved in its efficiency. The
solution of the above depends upon answers to the follow-
ing questions:

1. To what extent does industry give time or
accomplishment ecredit to graduates of
vocational schools when they enter in-
dustry?

2. Do employers make a preferable distinction
between vocational graduates and regular
high school graduates?

3. What constitutes recognized employment
characteristics and other assets which

might be used as teaching responsibili-
ties and employment alds?




4. In what way would these employment charac-
teristics be of value to the employer
when analyzing a prospective employee or
checking the progress of an employee?

5. What measures or methods may be employed to
improve the efficiency of the vocational
program?

This study will be of aid to the unemployed, as
it will provide a means of analyzing thelr needs in terms
of employment assets. It will help to determine the na-
ture of remedial training for those people who have fallen
into unemployment, but who are rehabilitation material if
the right kind of guidance and the right kind of training
can be provided.

As a means of answering some of the subordinate

questions stated above, a review of the available litera-

ture has been made and reported in the following chapter.




Chapter IL
REVIEW OF LITERATURE

Technological developmente and labor laws have
given 1industry a new interpretation of personnel manage-
ment. The o0ld method of hiring a man Just because he
looked good and firing him because the boss did not like
him, has given way to a new loglc and a new understanding
of employment and employee managemént. This change 1n
thought and methods has caused many of the books and much
of the literature heretofore used as guides in personnel
manégement to become obsolete, especlally as reference
material pertaining to employment hablits.

Walters (14:5395-404), 1937, Director of Per-
sonnel School of Engineering, Purdue Unilversity, West
Lafayette, Indiana, states, "One of the greatest problems
in indﬁstry today is to determine the progress of an
employee, his present worth and the prospect of his
future development." He sincerely believes in a break-
down analysis of employment characteristics. The great
difficulty he has found is that too many employers use
the numerical value of such ratings as final in their
Judgments. Such action would seem unwise in a great

many cases.
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Industrial leaders (see appendix) who have
cooperated in making this study are agreed that the most
authentic information on the subject of employment habits
is to be found only in the more recent books and periodi-
cals, since government control of rules and laws affect-
ing labor control in factories has changed the entire
perspective of employee management. Furthermore, recent
labor activities and thelr effects upon factory manage-
ment have created a desire on the part of the progressive
employer to deal with employees on a basis of human under-
standing and tolerance.

The above review indicates that the data needed
to answer Question Four will not be found in available
books or literature unless they are very recent. Fur-
thermore, it justifies the use of other means of gather-
ing the needed data.

Business Week (13-:32-3) states that Jones &
Laughlin Steel Corporation published a manual for use in
their own steel corporation, in which they have developed
an employee rating chart. This chart contains the

following items:




Table 1.--EMPLOYEE RATING CHARACTERISTICS

l. Job performance

2. Overhaul knowledge of Jjob

5. Industrious and dependable

4, Aptitude and ability to learn
5. Initiative

6. Judgment

T. Disposition and attitude

8. Personality

9. Bafety

10. Health and physical fitness

They rate each one of these characteristlcs
either excellent, above average, average, below average,
or poor. They attempt to break down each one of these
weighting items into five divisions. In other words,
each one of the items like "excellent" or "poor" would
be rated from one to five. -The total-is extended to the
end of the column, thereby glving the general total for
the entire rating card. The difficulties with this type
of rating are that it becomes quite cumbersome and that
no two persons would fill 1t out alike.

The article herein referred to gives the im-
pression that such industries as Jones & Laughlin Steel
Corporation and Atlantic Refining Company are at the
present time in the act of setting up a workable rating
scheme by which the supervisor periodically rates
employees on their present efficiency and their poten-
tialities. As noted in this same article, the National

Industrial Conference Board has compiled a set of




employment rating sheets which, according to their
recommendation, should be used in all employment offices
for (1) eliminating the undesirable employee, (2) finding
the complete potentialities of the employee.

This 18 further recognition of the need for
such an analysis as indicated in Question Four, but does
not furnish the complete answer to the question.

In analyzing personal characteristics and thelr
relation to employment, initiative rates high as an em-
ployment characteristic. Drake (6:140-46) tells of his
experiences with a number of factory executives who at-
tended a class for the purpose of making a study in human
engineering as a means of improving shop conditions. All
recognized the fact that in the past technical efficlenecy
was the outstanding problem of a factory. For that
matter, it still is, although the major emphasis has now
shifted to sympathetic and efficient control of the human
element. "Management," says Drake, "is well on its way
toward recognition as a profession." Unlike the old plan
of handling human beings as mere facﬁory assets, the new
term of management infers the development of individual
employees as partners in business, and as such should be
treated with every common courtesy that would be extended
a partner in business, even to a reasonable division of
profits in the form of salaries or bonuses.

This group of executives was intensely inter-
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ested in specifiec training for all employees, based on

the premlise that human learning is a continuous thing.

The chief motivating factor for such training would not
be individual promotion, nor financlial reward, but the
realization of success in Jjob achievement. Recent govern-
mental legislation has complicated the internal control

of factory personnel and necessitated a higher type of
management--one which would deal more efficiently with

the outstanding labor problems and other things which
affect efficient human management.

During the past twe years Drake made a discov-
ery of a new mental functlon which he claims 1s neither
intelligence nor scholarship. He calls it the "Iota
Function." It is present, in varying degrees, in all
persons, and is independent of intelligence or scholar-
ship. It may be defined as that abllity which one has
to make increments of gain in knowledge in various sub-
jects. He 1is under the impression that this may be the
reason why some persons with low academie or scholarship
performances make good executlives, and sometimes the
reverse. The presence of this "Iota Function" is indi-

cated by individual initlative development; it is one's

ability to do the right thing at the right time in an
emergency, or to think correctly ahead of the instruc-
tions given him. Drake's study lends further support

to the analysis procedure followed in determining the




data in answer to Question Four.

Labor Review (2:346-47) states that in an

article originally published in the December, 1935 num-
per of the "Personnel Journal" reference was made to a
study of business offlces of seventy-six corporations.
The writer apparently did not feel that one's ability

in skills had much to do with his success in clerical
work, inasmuch as only 10.l1 percent of the cases studied
were discharged for lack of skills. The other 89.9 per-
cent lost their Jobs because of fallures 1in personal
characteristics. The findings of this study are herein
given.

Table 2.--PERCENTAGE DISTRIBUTION OF MOST COMMON CAUSES
OF DISCHARGE AND OF DEFICIENCIES PREVENTING PRCMCTION

Crder Percent of per-

of Personal characteristics sons discharged

importance for this cause
1. Carelessness - - = = = 14.1
2. Lack of cooperation- - 10.7
B lLaziness = = = = = = - 10.3
4, Illnegs= = = = = = = = 8.5
5. Dishonesty - = = - - = i

6. Cutside interests

(overdeveloped)- - - 7.9
T Lack of initiative - - T +6
8. Lack of ambition - - - T2
9. Low in promptness- - - 6.7
1Q., Disloyalty = = = = = = 3.5
15 Discourtesy- - - - - =~ 2,2
1@, Lack of neatness - - - 1.6
I3, Overdeveloped ego- - - .9
145 Irresponsibility - - =~ .9
15 Unadaptability - - - - )

Total - - - - - = 89.9
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The article is very short and does not go into
detall other than to state a very important conclusion:

Although the present economic disturbance

has caused the educational program in many com-
munities to be reduced, the responsibility of
the schools for an educational program for the
purpose of developling character has increased.

Many of the personal characteristics shown in
the analysls of employment assets may be considered fac-
tors in character building and therefore answer part of
Question 3, which refers to other assets which might be
termed employment aids.

Driver (7:137-62) thinks that all plans of
rating should be made out for a specific organization to
meet its job demands, rather than for employers to accept
as a whole any rating plan which may be on the wholesale
form for rating personal characteristics or habits. In
developing and adapting a personnel rating system he
gives the following reasons or conditions when or why a
personnel rating system should be adopted:

l. When the size of the company makes it im-
posslible for the personnel manager to
know all of the employees.

2. Merit rating is needed in order to reduce
the number of recommendations for sala-
ry changes made on a basis in accord
with the present poliecy of the company.

3« In the attempt of the personnel dlvision
to install better methods of selection
it 1s necessary to standardize these
methods agalinst records of actual per-

formance of varlious individuals on the
Jobe.




4. Where the policy of the company is to pro-
mote from within, wherever possible, more
information is actually required by the
personnel manager about each individual
in order to guide him into the job for
whieh he is best fitted.

Driver says this program would have a three=-
fold value:

l. It would assist the employee by enabling
him to receive adequate recognition for
whatever services he performed.

2. It would help the supervisor or foreman
to make more perfect and more tangible
ratings among his subordinates.

3« It would aid the personnel division to
improve the effectiveness of the poli-
cles in the office.

The writer 4id not set up a list of the char-
acteristics or tralts against which the employee was
rated, but he did set up the rules which are adopted by
the Atlantic Refining Company and used as the constitu-
tion or gulilde for developing rating charts. These rules

are as follows:

l. No more than ten traits shall be considered
efficient.

2. The traits to be selected are to be con-
sldered as tangible items; otherwise, the
rater will be forced to guess.

3. The traits should provide supplemental in-
formation for information already in pos-
gsession of the personnel division.

4. The traits should be chosen in order to
sample wide divergent aspects of the
individual's performance.

5. Each trait should be capable of descrip-
tion in simple, direct terms.
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6. Each trait should be considered from the
point of view of its importance in the
greatest number of jobs.

It will be noted that these items deal dir-
ectly with some specific jobs and, as the writer indi-
cated, it was his intention to make them specific for
this one particular firm with no consideration as to
whether or not they would adapt themselves to other
organizations. While he d4id not set up a list of traits
used for this rating system, he did mention a few--
accuracy, industry, ability to learn, cooperation, pro-
duction speed, and others which would be directly tan-
gible as rating devices against this specific Job. The
premise upon which these rating charts were performed
was based upon simplicity; therefore, in order to deter-
mine whether or not the employee was cooperative, the
foreman answered the question, "Does the employee work
successfully with others?" instead of merely checking
the item "cooperation" with yes or no. He says that
only through a recognition of the deficiencies as well
as the abilities can one place an employee in a position
for which he is best fitted, and in which he will prove
most satisfactory.

It is quite evident that the author of this
article believes sincerely in a merit rating system,
but he points out that the trouble with the average

merit syscem 1s that it falls because of over-enthusi-
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astic performance at the beginning and a waning of inter-
est after the system gets into operation.

This article answers that part of Question 4
which has to do with the checklng of an employee for
gsuccess on a Job and progress to advanced employment.

Cleeton (1:197-206), in his article which has
to do directly with the analysis of-employees, describes .
the following three eras through which employee manage-
ment has passed. He says it is now to be found in the
last one mentioned.

1. "Mailed-Fist Era"

'In short, that wae the time when an attitude
of "treat them rough and make them like it" pre-
valled. The methods were dictatorial and mili-
taristic. This method of handling employees,
according to the writer, existed up to the World
War, after which it gradually disappeared.

2. "Rules and Regulations Era"

‘This had its inception after the World War
when the viewpoint grew out of efforts to put
the personnel management on an efficient basis.
The motives were laudable, but the results were
often disappointing.

3. "Individualistic in Philosophy and Clinical
in Method"

The article deals most exclusively with
this number three category, in which the author
makes it plain that the individual method of
handling employees is by far the most efficient,
both from the standpoint of human interest and
factory economics.

He states that every personnel executive has
probably had occasgion to deal with employees who have

injured their standing in the company through (1) abuse




of privileges and shop rules, (2) social infractions,
such as lateness to work, excessive absence, dishonesty,
insubordination, quarreling, fiéhting, drinking, immor-
ality, neglect of dutles, and disregard for safety pre-
cautions. He says that the actions which most frequently
require disclpline vary according to different organi-
zations and that therefore, it 1s desirable that each
company study its own discipline records and determine
the main sources of difficulty through problem and
personnel analysis. He refers to a study made by Dr.
John M. Brewer of Harvard University, in which Dr.
Brewer found that 62.4 percent of 4174 cases of dis-
charged employees had lost their jobs because of "per-
gonal characteristics" such as insubordination, unre-
liability, absenteeism, etec. In this study Dr. Brewer
found that only 34.2 percent of this same number lost
Jobs because of lack of skill or ability to do the job.
From this evidence Driver agreeing with the editor of

Labor Review (4) states that it would appear that the

most serious disciplinary actions result from person-
ality weaknesses more frequently than from inability to
do the job. He also states that this information was

corroborated by Mr. William C. Ackerly, Secretary of the

‘New York Employment Managers Association, who studied

4000 dischargees in business institutions. The reasons

reported for discharge and the percentages are herein




given:

Table 3.--EMPLOYMENT CHARACTERISTICS AS CAUSES
FOR DISMISCAL

Percent of

Characteristic trait persons

discharged
Carelessnessg = = = = = = = P fl 14
Non-cooperation- - = = = = = = 10
Jazinegs = = = = = = = = w = = 10
Dishonesty = = = = = = = = = - 8
Attention to outside interests 8
Lack of initiative - = = = = = T
Iateness = = = = = = = = '= = = i
Lack of effort - - = = = = = = 7
Disloyalty = = = = = = = = = = 3
Discourtesy- = - = = = = = = = 2
Miscellaneous~ =~ = = = = = = = 24

He states that faults are the result of bad
habits. These habits must be corrected before the fault
can be eradicated. Punishment may change the worker's
attitude and still not influence his future behaviour.

He suggested the clinical approach alone would bring
about the desired behaviour changes, and intimated thaﬁ
less concern be given to punishment as a cure. The
writer continues, at great length, in setting up an
analytic form for arriving at the cause of the infraction
of the rules which, under recent normal conditions, might
have caused the employee's dismissal from service.

Although the above review does not answer any
of the subordinate questions, 1t does lend support to
the analysis procedure used in this study to determine

fundamental employment assets.
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Dodge (4:50-1) made a study of fifteen depart-
ment store heads in a large organization to determine
what traits are most important for executives. After
much argument twelve tralits were agreed upon as beling

most important, and are thus get up in the order of their

agreed importance:

Table 4.--SUCCESS FACTORS FOR EXECUTIVES

Characteristics Explained

1. Cooperation 1. Ability to get along
with others

2. PSense of humor 2. Cheerful--can take a
Joke

3. Intelligence 3. Ability to think
quickly and thor-
oughly

4. gSelf-control 4, Even-temvered--not
easily provoked

5. Broadmindedness 5. Tolerant of the other
fellow's opinions--
willing to listen

6. Willingness to assume 6. Can take initiative

responsibility in making decisions

within the bounds
of own authority

T+« Declisliveness To Acts quickly but cor-
rectly

8. Appearance 8. Well, but not over-
dressed

9. Tact 9. Can correct the other

fellow's error with-
out leaving feeling
of resentment
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Table 4.--SUCCESS FACTORS FOR EXECUTIVES (continued)

Characteristics Explained

10. Interest in others 10. Always glad to listen
and talk to the
other fellow about
his personal prob-

lems

11. Reliabllity 1l. Dependable 1in carry-
Ing out a promise
or order

12. Sincerity 12. Leaves no feeling of

doubt as to the
reality of opin-
lons and feelings
he expressges

The above characteristics were arranged in the
form of test sheets and each of the fifteen department
heads was required to rate the other fourteen. The
results are given in the foilowing table:

Table 5.--CORRELATICN BETWEEN TRAIT RATINGS AND RATINGS
FOR EXECUTIVE ABILITY

Trait or characteristie Coefficient of correlation

Personal appearance - - - .66
Intelligence- - - - - = = 61
Willingness to assume )

responsibility- - = ~ = 59
Self-control- = - - - - = 49
Broadmindedness - - - - - 46
Decisiveness- - - - - - - A4
Tact- = = = = = = = = - = 43
Reliabitty = o~ <k = = 41
Cooperativeness - - - - = A1
Interest in others- - - - 33
Sincerity - - = = = - - = «30

Sense of humor- - - - - - ol
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By their own estimate these department heads
would rate only 43.7 percent as executives if the above
charts are to be relied upon. The results of the test,
however, show a specifiec need for training in personal
traits, which 1s one of the conclusions of this study.
Dodge, in his study, made no attempt, according to the
article, to set up any remedy for the apparent weak-
nesses of the group.

Dodge's report does not furnish the answer to
any of the subordinate questions, and its only value 1is
the procedure set-up to determine employability for the
purpose of initial employment and upgrading.

Hassell (10:97), in a study to determine the
occupational status of boys out of school, devoted a
part of his study to the determining of employment
characteristics. He interviewed executives in twenty-

five business organizations, including the following:
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Table 6.--LIST OF INDUSTRIES INTERVIEWED BY HASSELL IN A
STUDY TO DETERMINE THE OCCUPATIONAL STATUS OF BOYS OUT OF
SCHOOL

Type of industry Number of industries interviewed

Grocery stores -
Drug s8tores- - -
Cafeg- = = = = =
Service stations
Dry goods store-
Lumber yard- - -
Feed store - - -
Theatre- - - - =
Florist shop = =
Newspaper plant-
Railrocad shop- -
Ranch= = « = =« =

HEFFFHFEFFWWU O

In reply to questions asked as to employment
characteristics for beginning employees, the following

results were obtained:

Table 7.--EMPLOYMENT CHARACTERISTICS OR TRAITS

Characteristic Frequency number  Percent’
Physical condition- - - 25 100
Alertness = = - - - - - 22 88
Reliability - ~ = - - - 22 88
Accuracy~ - - - - - - - 21 84
Speed -~ - = = - - - - - 21 84
Agressivenesg - - - - - 20 80
Pleasing personality in

contact with others - 20 80
Neatnesg- - - - - - - = 20 80
Initiative- - - - - - - 18 72
Promptness~- - = = - - = 18 72
Honesty - = = = = - - - 18 72
Tact- = = = = = = - - - 17 68
Desirable personality - 2 i 68
Attractive appearance - 16 64

Pleasing personality in
contacts with publie 12 48
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It was pointed out in this study that 88 per-
cent of the 25 employers studies selected their employees
by personal interviews only, while the other 12 percent
selected boys who were recommended by other employees.

In no case did the school, as an employment agency, enter

into the picture at all.

A further study was made to obtaln from the
same sources the reasons why boys fall on the job. The
results of this study are herewith shown:

Table 8.--THE REASONS FOR DISMISSAL--(HASSELL'S STUDY

TO DETERMINE THE OCCUPATIONAL STATUS OF BOYS)
(BASED ON RETURNS FROM 25 EMPLOYERS)

Personal characteristics Frequency Percent
l. Laziness = = = = = = = 23 g2
2. Lack of reliability- - G 92
3. Inaccuracy - - - = - = 20 80
4, Lack of self-control - 18 72
5. Disghonesty - - - - - = 18 72
6. Lack of ambition - - - LB g 68
7. Untidiness - - = = - = 16 64
8. Lack of personality- - 16 64
9. Carelessness - - - - - 8 32

10. Lack of initiative - - 8 32
1l. Discourtesy- - - - - = T 28
12, Lack of interest - - = 6 24

The study showed "laziness" and "lack of reli-
ability" to be the most frequent causes of dismissal,
while items such as "lack of initiative" and "lack of
interest" ranked rather low as causes for dismissal.

This section of Hassell's study has a very




S
]

important bearing upon the present study in the develop-
ment of personal employment characteristics, and answers
in part questions three and four.

Gillette (9:60-2) describes the hiring system
as used by The Trane Company. The personnel director at
that company made a complete analysis of the pay roll
Jjobs in the plant for the purpose of allowling an appli-
cant to indicate, according to his desires or abilities,
the type of work he would most prefer as well as the type
of work he least preferred or did not care for at all, or
for which, because of some personal reason, he felt he
would not be suited.

In addition to the pay roll Jjob selection card,
there is another form used by the hiring office, which
1s an attempt to rate the applicant against certain em-

ployment characteristics.




Table 9.--EMPL.OYEE RATING CARD

Rated Ratings
characteristic 5 4 3 2 I
High Good Average Fair Low Total
Appearance
Pleasantness
Sincerity
Poise
Ambition

General Intelligence

Mechanical Abllity

Dependability
Persistence
Speed
TOTAL
Test Results
Name of test Grade Time Percentile

Remarks by interviewer

guestions three and four.

While this rating card is obviously very genefal
in i1ts construction, and it is hardly likely that any two
people would fill it out alike when rating the same indi-
vidual, 1t does indicate that industry 1s thinking in
terms of analytic grading when interviewing applicants.
Its content will be helpful in substantiating employment

habits or characteristics. This article answers in part

George (8:55) in a brief article illustrates by

means of a rating chart Fig. (9) the method used by
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American Steel Foundries in evaluating apprentices in
terms of progress in employment ch&racterist#cs. This
firm works‘closely with the publie school in Chicago,
and a copy of the rating sheet is sent to the school
authorities and rerated in terms of actual percentage.

Following is the copy of the chart used:




Chicago, and a copy of the rating sheet is sent to the school authorities and rerated
in terms of actual percentage. Following is the copy of the chart used:

Teble 10, APPRENTICE RATING CHART USED BY THE AMERICAN STEEL FOUNDRIES.
2 2 L P n
5 & 5 5 £
Traits © o D gl
= = = =M
‘1.Ability to learn Quick 4 Fair 2 Slow 1
2.Dexterity Rema¥rkable 4 High 3 Fair 1 Slight 0
.Capacity for work Unusual 4 Industrious & Average 2 Lazy 0
Z,Judgment Uncahny & Sound 3 Average 1 Poor 0
T5.Initiative Ixeceptlonal 4 High o Falr 2 None 6]
16.Desire to make good - Pronounced o Noticeable 2 Low 0
7.AbI1ITy to take orders Qutstanding o High 2 Average 1l Low 0
8.Fersonal hablts Satisfactory 3 Below Par 1 Dengerous 0
Jd.Common loyelty High o Good £ ralr 1l Lacking 0
0. Perseverance Unlimited 3 Ample 2 MNoderate 1 Weak 0
1 T.5tate of health Excellent 2 sound 1 _ Foor 0
12 80111ty to mix Natural 2 Fairly good I Doubtful O 3

TOTAL

The author does not state what the (0) ratings indicate other than to imply an
"unwanted individual ." If such is the case, then it would seem that a low rating in
any one of the twelve traits would be grounds for dismissal.

The erticle has a direct bearing on this study in its breakdown of employment $raits
and rating weight, and answers in part questions three and fcur.
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The author does not state what the (0O) ratings
jndicate other than to imply an "unwanted individual”.
If such 1s the case, then it would seem that a low rating
in any one of the twelve traits would be grounds for‘
dismissal.

The article has a direct bearing on this study
in its breakdown of employment traits and rating weight,
and answers in part questions three and four.

Kress (11:66-70) has been chiefly responsible
for the development of a rating plan which has been in-
stalled in approximately 100 plants ranging from 25 to
2000 employees each. It ig his belief that the plan
herein discussed will fit any plant, regardless of size.
The actual work of Kress analyzes both production work
and employees, but it 1s not the intention here to bring
out anything except information which has a great bear-
ing.upon employees. The whole plan submitted is based
upon the philosophy that no two people are equal. There-
fore, management should glve consideration to that
inequality by analyzing each indlvidual on a basis of
certain outetanding personal characteristics or employ-
ment habits. The manager could then--

l. Adjust an individual's salary on a basis of
his work.

2., Indicate the potential possibilities of em-
ployees and thus furnish intelligent basis
for promotion.
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3. Enable the supervisor or foreman to do a better
job of appraising individuals by having con-
crete factors to work against.

4. Enable the supervisor, of course, to become
alert, analytical, and careful in appraising
men.

5. Stimulate interest in self-improvement on the
part of the individual employees.

6. Develop confidence in management with fairness
and sincerity.

The one phase of the article which has a dir-
] ect bearing on this particular study is hie plan of
action in which he suggests three steps in developing
an employee rating plan, as follows:

l. ©BSelect the factors against which performance
is to be rated.

2. Determine the rates or points to be given each.

3. Write up specifications for each degree of
each factor.

This is exacily what the present study pro-
poses to do, following the same steps that were taken by
Kress. He has developed a rating chart slightly differ-
ent from those found in any of the other studies, in
which he divides employee rating into answers for three
questions, as follows:

l. What has he done up to date?
2. What can he do? _
3. Can you rely upon him?
Following 1s a skeleton of the chart, showing

how it was developed and the method by which ratings

are made.




EMPLOYEE RATING CHART AS DEVELCPED BY KRESS (ll-—QIV: 66-70)

Table 11.
High : ’ - Low
WHAT HAS HE DONE? 25 23 20 18 15 13 10 8
1. Quality of work Does he consistently Does he usually do Is his work Is he
do an excellent job? a good job? usually pass- careless?
able?
20 18 16 14 20 10 8 6
2., Quantity of work Is his output un- Does he usually Does he turn Is he slow
usuelly high? do more than expect- out the re- end belew -
ed? quired amount normal?
of work?
WHAT CAN HE DO?
3. Adaptebility 15 13 12 10 9 7 6 4

Uoes he learn new

Can he turn from

Is he a routine Is he slow

make the most of
his knowledge?

job and related fairly well?
work and rarely

needs assistance?

duties and meet one type of work to worker? to learn
changing conditions another with little and has dif-
quickly? difficulty”? ficulty in
adjusting
himself?
4, Job knowledge 20 S 16 14 12 10 8 6
Is he an expert on Is he well-in- Uoes he know Is his know-
his job? Does he formed on his his position ledge of his

job limited?
Does he show
little de-
sire for im-
provement 7

RE
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(continued)

Table 11. EMPLOYEE RATING CHART AS DEVELOPED BY KRESS (11-97: 66-70)
High Low
CAN YOU RELY UPON
HIM? :
5. Dependability 10 9 8 7 6 5 4 ]
Have you confidence Does he follow in- Does he gener- Does here-
that he will finish structions and do ally follow in- quire fre-

the job with what
you want and when
you want it?

what you expect
him to dowith
little follow-up?

structions but
occasionally
needs asgist-
ance?

quent follow
up?

6. Attitude

10 2

8 7

6 5

4 3

Is he exceptionally
good team-worker

Does he meet the
other fellow half-

Does he ususal-
ly cooperate

Uoes he co-
operate only

and ready to try way in willingness after a slight when he has
out new ideas? to cooperate? reluctance? to?
Total 100 20 80 70 60 50 40 30
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. It will be noted that in each one of the
squares there are two ratings. It 1s seen that the
average employment manager might be somewhaticonfused
with such & plan because of his inability to distinguish
between the two weights that are given in each one of
the items. In each one of the blocks, incidentally,
there is a question which is intended to signify the
employee's place in the various blocks from low to high.

" The only thing that would seem wrong with this
plan is that it is rather complicated. The one complaint
of industry is that in rating employees it is difficult
to find a scheme which is simple enough'that all foremen
will rate it alike. This article, however, is very
important, and quite to the point of the present study,
inasmuch as 1t does represent a system that is being
.used in a large number of plants in the United States.
Even though industrial leaders may not agree that it is
entirely efficient, they do agree that it is an improve-
ment over the old method of rating a man which was simply
based upon the philosophy that "if he could not do the
Job" he could get out. This article is another step in
answering questions three and four.

It is seldom that industry seems to pay much
attention to the value of I.Q. tests, but Pettereon
(12:45-6) seems to be one of those unusual persons in

industry who has found that I.Q tests are quite important.
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He does not give any other form of tests for picking
either employees or for promotlon, but he claims that he
can put his finger on any type of person he wants through
the record (training and intelligence quotient) which he
keeps in his desk. The writer inecludes this article in
the present study because 1t would seem that Petterson,
who 1s superintendent of a plant which employs about
3200 employees, 1s a great believer in publie education
and a staunch supporter of the State Vocational Training
Plant of Connecticut and, likewise, a strong backer of
the local trade school with which he is cooperating. His
article indicates that he is not only a strong believer
in his employees being students while employed, but
insists that they shall do their studying outside of
working hours. As he states it, he does not think it is
practical to have the work day interfered with. It is
pointed out, however, that his shop is the laboratory
for his practice, and at night and on Saturday mornings
the mill is turned over to the instructor who is present-
time director of a trade school at South Manchester.
Petterson's unique method of selecting employ-
ees for his mill on the baslis of intelligence tests and
his requirement that the beginners all attend classes in
evenings and on Saturdays have apparently not only
raised the standards and morale of his employees, but

have placed his establishment in very high estimation in
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the minds of the people in his community. This article
answers in part question four and at the same time deals
with methode of selecting employees, which is directly in
accordance with the findings of this study.

It is difficult to find even one employer who
is a bellever in intelligence or aptitude tests, but
Drake (5:44-7) seems to have gone a long way in devel-
oping tests as an efficliency device in the selection of
employees. He says that as it costs money to train
employees, we should not waste 1t on people who are
inferior. He éays that aptitude tests will help to weed
out the accident-prone, those of poor hand coordination,
and those who will alwaye be low 1in production. His
company began testing applicants furing 1935 when they
used the Otis S.A. 1.Q., Stenquist II, Minnesota Paper
Form Board of the pencil and paper type tests, and the
Wiggly Block, Spatial Relations, and Mechanical Assembly
performance tests. The results were so outstanding in
efficient employee selection and the elimination from
the pay roll of those who were accident liabilities
that now they have developed a number of objective tests
which, he claims, fit the Jjob much better than any that
can be purchased. The article would indicate that the
tests are not altogether for the purpose of eliminating -
employees, but of finding hobbies and other abllities
which employees have that might be assets to them in
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ad justment to better salaried Jjobs. The author states
that he believes that the future employee training activ-
ities should be based upon objective tests related to the
jobs in which the trainiﬁg is set up.
It would seem quite likely that if the Eagle
Pencll Company will set up a system of employee selection
which may be looked upon as a trend in industry, then the
standards of vocational education not only will have to
be greatly raised, but employers will also have to employ
similar devices for testing individuals for the purposes
of indicating specific abilities or lack of abilities.
While this article does not directly answer
any of the questions set up in this study, it does have
a bearing on questlons three and four. This article
will also aid in summarizing this study for the purpose
of making recommendations due to the apparent trends

that are evident in the use of aptitude tests for hiring.

The editor of Machinery (3:850), in a recent
visit to the Humboldt-Deutzmortoren in Cologne, Germany,
observed a rather unique system of developing responsi-
bility, self-reliance, and integrity or plant honeéty.
The plant, which employed aboﬁt 6,000 people, followed
the system of picking out the men who were the most
dependable and giving them a badge which read, "I inspect
my own work." The group numbered about 500. Another

group, much smaller than the first, numbering only 50,




41

after earning such a favor by the management, were given
a brass badge which read, "I set my own plecework rates."
The first group not only attained distinction by being |
thelr own inspectors, but recelved an increase in wages
at the same time. Likewise did the second group of 50.
So far as the company was concerned these were indeed
very satlisfactory efficiency devices, inasmuch as they
cut down the cost of inspection and eliminated a lot of
bookkeeping in rate setting. On the part of the employ-
ees 1t not only developed their production abilities to
the highest degree, but it developed job pride and,
naturally, integrity; for if one were caught cheating at
the gaﬁe he was playing he was immediately demoted, if
not discharged. The statement was made by the manager
of Deutzmortoren plant that the plaﬁ was entirely satis-
factory, and he implied that it has been the means of
creating higher standards among hls workers as a whole.

It has scemed advisable to review this article
because it has a direct bearing on what must be a very
efficient form of employee rating and development which,
undoubtedly, 1s being used in Germany at this time. If,
out of this article, there is a betrayal of the devices
which are used for the success of the system which seems
to work as one man, why not incorporate such a plan in
our own training system?

Inasmuch as this article sets up a plan for the
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development of employment characteristics under the head-
ings of responsibility, self-relliance and integrity, the
‘article is a partial answer to questions three and four.

It will be seen that there is a similarity of
employee rating procedures among all of the forms
referred to in these articles. It has been observed in
reviewing these articles that there is a common agree-
ment among employers that the employee rating schemes
now in use are badly in need of revislion and, 1if possible,
some objective form of tralt ratings should be developed;
but at present no one seems to know the answer. All
employers who have used some form of employee trait
rating, however, do agree that industry is at least
making progress in the field of "human engineering".

This review has given a partial answer té
questions three and four. No answer has been found to
questions one, two and five. The data collected and
its presentation in Chapter III should answer the
remaining parts of questions three and four, and answer

in full questions one, two and five.




Chapter III
MATERIALS, METHODS, AND RESULTS

There are many stumbling blocks in the way of
getting accurate information on_employees who are either
standing sﬁill or who have been dismissed. Industrial
leaders hesitafe to glve out information on this subject
at random, as they want to be sure that 1t is for the good
of industry in general and that it will not be used as a
whip against them. s

The writer has worked very closely with industry
and has always asked its aid in solving problems which
concern both school and industry. Since employers are
interested in any form of research that gets directly to
the point and is not superfluous in its content, it was
deemed advisable to select a number of outstanding em-
pPloyers who were interested in personnel work to help
analyze the procedure to be used in gathering the infor-
mation required for this study. With this in view, nine
men (see Appendix) were selected whose activities with
regard to employment had in some way made them exception-
ally good material for a conference group. The primary
inténtion was to carry the conference through in two or

three meetings; the subject was so interesting, however,

and there seemed to be such a desire on the part of all to
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continue the study that it lasted through 27 meetings.
All of the material gathered was related to this study
and was used in part in setting up the information books
(see Appendix) and other methods of employer approach
which will be referred to later.

At the first meeting of the conferencé a gen-
eral outline for the study was discussed and agreed upon.
It was the consensus of opinion that, in order to study
the job carefully and with any great degree of success,
employment characteristics and employee ratings, made be-
fore employment, should be studied from the standpoint of
one individual. This individual, a.pfospective employee
desiring a jbb, makes application for it, If he is hired,
what happens to him by way of ratings, either positive or
negative? After much study, therefore, the main problem
before the group was divided into four parts:

. Making an application for a job
. The employer's size-up of the applicant
. The rating characteristics

. The employer's rating characteristics of
an employed worker '

!

B AU VE

The following pages wlll represent an abstract
of the work done in these committee meetings, and will be
written merely as findings rather than a review in the

first person.
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MAKING AN APPLICATICN FOR A JOB

There are meny weys in which one may go about
getting a job. The extent to which a person fulfills all
of the requirements of a particular application will help
rate him in the employer's opinion. Following are the
different procedures in applying for a position:

A, The formal application. This refers to a

blank form which should be filled out as

completely as the interpretations of the
applicant will allow him,

B. The "pot-luck" letter. Here the applicant
merely writes a letter to see whether or
not any position is open.

C. The applicant is recommended for a job.
Stress 1s usually placed upon this type of

application inasmuch as it 1s an assump-
tion, of course, that the person making
the recommendation is in a posgition to
know not only the pay roll specifications
of the Job, but the ability of the appli-
cant.

D, The personal application. This may or may
not imply that the applicant knows there
is a job to be had and feels that he has
the ability to fill the job, if there is
an opening.

E, Answering ads. This type of application may
be a forerunner of any of the other four
types, or it may be merely a development
from the "Morning Gazette" where the ap-
plicant presents himsgelf in line with
dozens of others--all after the same job.
In this, he may be the victim of hard luck
as the job may be gone before he gets to
the head of the line, or he may be one of
the fortunate ones to be called in before
the employment manager.

The applicant's situation at the time he needs
a Jjob will have considerable bearing upon which one of the

above procedures he follows., Personal circumstances alone
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will often control his cholce of method. Regardless of

what procedure is used, the main objective which the ap-
plicant has 1s to get a chance to present himself before
the employment manager and t& convince him that he 1s thsg
man for the job. When he does get the chance for that
interview, whether it be in the open on the hiring
platform or in the employer's office, he will have a
potential geuntlet to run ih the form of situastions

which naturally earise in the formal procedure of hiring.

THE EMPLOYER'S SIZE-UP OF THE APPLICANT

There are three stages of the employer size-up

of the applicant:
A, The silent interview

B. The orasl interview
C. Content of the oral interview

The Silent Interview

It was found that there are twelve traits or
characteristics by which the applicant is rated when he
first comes before an employment officer, even before he
says the first word. Any one of these items may be the

cause of his rejection. Thé items are thus explained:

l. Appearance

g&. Is he smooth-shaven?

b. Are his fingernails clean?

c. Are there any apparent physical
defects?

2. Hezalth :
2. Is his complexion good?
b. Are there any apparent mental defects?




3. Neatness

2. Are his clothes clean and pressed?

b. Are his shoes shined?

¢. Are general things which would go W1th
the making of neatness well taken care
of ?

4, Personality

a. Does he create a negative or positive
atmosphere?

b. Does he create confidence?

¢. Does he have a genuine smile?

‘d. Is there a note of congeniality?

e. Are there other factors that might be
negative or positive?

5. Alertness

a., Does he give you the appearance of
being alive and ready to go?

6. Respectful Approach

a. Did he take his hat off when he came
in the door?

b. Did he come in smoking a cigerette?

c. Did he wait for an invitation to ap=-
proach the desk?

d. Are there other factors that would in-
dicate respect or lack of respect for
your office?

7ol Polde

a. 18 he composed or fidgety?
b. Does he carry himself well?

8. Age

a. Does his apparent age make it advisable
to consider him for the job?

9. Enthusiasm
a, Are there unmisteakable signs of enthusi-

asm, or do you think he just wants
a job?




10. BSpecific Adaptation to the Job in Mind

a. This would indicate his physical char-
acteristics and other outward appear-
ances which might be positive or
negative with regard to the job.

The Oral Interview

An applicent is rated on all of these items
automatically on his first interview. If it is possible
that he may successfully run this first geuntlet, the
next ordeal is the oral interview:H The problem here is
to determine what actually happens in the mind of the
employer whgn the applicant utters his first phrase or
sentence. The effects that the voice, in this first
sentence, have upon the employer are termed "conversa-
tional characteristics"”, and are thus described:

L. Volee

Does it give a good or a bad impression
as to tone and volume?

2+ Directness of Speech
Does he get to the point immediately?
3. Courage .
Does he look you straight in the eye,
or do nis eyes shift away to the
floor or to other points?
4., Use of English
5. Impediments in Speech
6. Ego

By the nature of his speech, does he
show an overabundance of ego?
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7. Gesticulation
Does he over-emphasize gesticulating?
8. Attentiveness

Does he appear to be the type that is
willing to listen?

9. Politeness

Does his speech have the air of
politeness?

The above rating characteristics were consid-
ered apart from those facts and traits which could be
found only by actually examining the applicant on his
completion of the first half of this second stage. IT he
is fortunate enough to get the second stage of the inter-
view, the employment officer attempts to analyze him in
terms of desirable characteristics which will fit him to
the job in mind.

The committee agreed that these following
traits or characteristics might be found by questioning,
examining, dr by some other means of inguisition. The
procedure followed usually varies according to the
thoroughness of the employment officer; but whether
these facts are gathered formally or simply by mental
notations does not lessen the importance of their

weight and magnitude.
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Table 12.- - DESIRABLE CHARACTERISTICS AND FACTS WHICH
THE EMPLOYMENT OFFICER IS ATTEMPTING TO FIND IN THE
ORAL INTERVIEW

1. Experience and education 21. Enthusiasm
2. Whether employed or not 22. Thoroughness
3. Number of previous jobs 23, Proper mental attitude
4, Capability 24, Loyalty
5. Abllity to get along 25, Truthfulness
with others 26, Patience
6. Hopes and ambitions 27. Resourcefulness
7. Courage 28. Imegination
8. His hobbies 29. Courtesy
9. Habits of intemperance 50. Power of observation
10. Habits of promptness [/ 31. Ability to follow
11, Use of leisure time orders
12. Dependability 32, Types of associates
13. Financial condition 33. Tactfulness
14, Family background 34, Consideration for the
15. Initiative rights of others
16. Ability to assume 35. Leadership qualities
responsibility 36. Ability to create con-
17. Respect for authority fidence
18. Self-confidence 37. Aggressiveness
19. Industriousness - 38. Fortitude
20, Adaptability to the 39. Tolerance
job 40, Legibility in writing

The committee agreed that the job of employment
management had only Jjust begun when the new employee was
finally hired. There immedistely follows the individual
efficiency réting for the employee. They further stated
that an individual worker is rated daily by his employer,
fWho uses many points of evaluation. These points may be
called employment characteristics or individual rating
factors, and are thus presented:

l. Adaptability to the Job, or Employment
Characteristics, such as

a, Ability to get a2long with people
b. Courtesy

e, Taet

d. Diplomacy

e. Due comnsideration for the rights of
others .




3.
4.
5.
G
Te
8.

10,
11.
L2y

13
14,
15,
1635,
1Y

f. Ability to create confidence

Ambition or Desire to Develop lMentally and
Develop in Skills

Courage

Habits or Temperance
Initiative

Ability to Assume Responsibility
Respect for Authority
Fortitude, or

a. Belf-reliance

b. Competency

¢c. BSelf-assurance

d. BSelf-confidence

e. Falth in Job
Application, or

2. Industriousness

b. Aggressiveness

c. Progressiveness

d. Resourcefulness
Enthusiasm

Thoroughness - - Orderliness
Mental Attitudes, such as
a. Jealousy

b. Tolerance

¢. Loyalty

Honesty

Patience and Sincerity
Ability to Carry Out Orders
Accuracy

Ability to Mind Own Business
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No effort was made in this conference to set
up any educational plan other than to present a great
number of employee-employer problems and to analyze them
for the purpose of finding the causes, and then set up
remedial situations within industry. The 1list of char-
acteristics under III was used, however, in making up a
rating book (see Appendix) which was placed in the hands
of employers for the purpose of gathering the information
for this study. |

Other work was done by this conference, such as
setting up a list of de-rating characteristics and check-
ing them ageinst the employment characteristics under III
to determine the validity of the letter as a success

factor in employment.

DEVELOFING THE EMPLOYEE RATING BOOK

The material gathered from the previously des-
cribed conference was not sufficient to develop the
employee rating book (see Appendix). It was found that
many employers, inecluding the General Electric: Company,
the Westinghouse Electrical Manufacturing Company,
Pacific Telephone and Telegraphicompany, The Hall-3Scott
Motor Company, the Caterpillar Tractor Company, and a
few more of the larger organizations in the Bay District
had already established some types of employee rating
cards which they used in rating the progress of their

employees. Individual conferences were held with the
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employment managers and with the managers and owners of
the large companies of the Bay Distriet to get their op-
inions and suggestions. Management heads of nine large
oréanizations (see Appendix), who were independent of

the previously referred to éommittee of nine with waich
the 27 conferences were held, were asked for advice on
how to develop an emoloyee rating sheet which could be
used for research purposes in trying to find what employ-
ment characteristics were. These employers gave willingly
any materials or data which were in use in their factories
and made valuable suggestions for the construction of the
rating book.

From the interviews with these men and the
previous conferences, the following rules and guldes

were developed:

GUIDES FOR GATHERING EMPLOYMENT DATA

l. Employers are interested in any plan for
employee improvement, 1f it is sound.

2, Any form which is to be used for employee
rating research must be businesslike and
complete.

5. Employers will not, as & rule, teke time to
fill in a stereotyped questlionnalire.

4, Information of this sort must be acquired by
individual contacts rather than by mail.

5. All contacts with employers should be made
by previous appointment.

6. Confidential information, such as the nature
of the materiel desired therein, can be
obtained only to the extent that it be
treated as confidential, with only the
composite focts mede public
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gathered through the group conference prodecure and
individual employer contact, the employee rating bood
(see Appendix) was developed. The book was described in
sections accofding to the tabulation. Each part of the

book will be followed by a corresponding instruction book

sheet.

Acting on the information which had been

The four dlvisions of the book are as follows:

1. Case history

2. Personal cheracteristics

3. Reasons for present case status

4, Employers' comments and suggested correctivd
methods -




EVMPLOYEE RATING BOOK PAGE
Page 1
CABE O olsininis e o
BEMPLOYER N0, o eiassie
INDUSTRY (Type) Please check.
a. Fabrication £y
b. Assembly {eid
¢. Manufacturing ( )
d. Heavy Metals e
e. Precision Tools ( )
f. Technical Equip.( )
g. Transportation ( )
h. Communication ( )
i. Power ()
J. Construction b
k. Service L4y
o wlodtns 55 2 who 511
EMPLOYMENT OFFICER T+ CASE STATUS
DATHE el
a. Owner 1188 a. Employed
b. Superintendent ( ) b. On relief
¢. Personnel Mgr. ( ) c. On work project
d. Foreman i d. Retired
ool IR ORI Bt b ol ) e. Deceased
f. * 9 % 0 8 e e e e R ( ) f. Age
CASE CLASSIFICATION 8. EMBLOYEE=SELECTION
: METHOD
Advanced )
Non-Advanced (54 a. Oral interview
Separated {4 only
b. Trede Test,
JOB CLASSIFICATION written
¢c. Trade Test,
B R e s g applied
M PR R A S Sl s B d. Aptitude Test
e. Other tests
f. Link and Keeler

Test

NN TN TN,

RIS E Lot ’.. .

et e PP B

] e e S g f




EMPLOYEE RATING BOOK PAGE
b (o . Page 2

9. SOURCE OF EMFPLOYEE

a. Other Employer

b. Trade Publication

c. Newspaper Advertisement

d. Private Employment Service

e. State Employment Service

f. Private Trade School

g. Public Trade School

h. High School Vocational Dept.

i. Recommendation of Company Officizl
j+ Recommendation of Company Employee
k., Personal agpplication

1. @ % 8 & 8 & & 8 8BS B RS EEE RS SeE e s

I e i L B e
B e i R Ly

10.  PREVIQUS EXPERIENCE

Apprenticeship
Trade ( ) Industrial Clerk

)
S Servid with prior employer ()
HOW ARBTR T s oh 0000 ot il et 0 L

b. BServed in your employ _
T e SR L R £
¢. None (A4

Intelligence
High ( ) Medium ( ) Low ( )
1ll. EDUCATION

Grade School:
1, 2’ 3, 4! 5’ 6’ 7’ 8

High School:
< TR oo RO T B I

Courses Elected:
Vocational () Gommercial {3

Pre-College ( ) General § )
College:

1’ 2’ 3’4

Degrees......‘...... ............. L]

M.a.JOI'S....--..........-.----ao.ao.
when..oo.--ncaututo ..... ® s ® & s e 0 00
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Page 2 - cont.
11. EDUCATION

Trade School Course and Length of Attendance:

Years When
AULo sl RS A b S S eI e e e G S e detie
GalRAYIET S ols v micls e oo ailaia tabaral o ye fa o A LR Rerelil, L ) Sl n e
1 B o e e I R e R A e S S S Pt A e Sl i
N E B B e 2 el ietits cd fo e o e e bt 4 18] ‘aliaa o) & aziwsie faiTe 8 Ce e lelle /s

Radio-.;..----. IIIIIIIIIII . 8 8 ® 8 ® 8 8 & & e B 8 e e
Srest  Mela i, ol Wil L el she e e tede PSS N I S 1 e
Weldlng., dxess R A e A P e Sl b o
OEICOITE & sin viaiaiis s b ointiel o e thiwtms 4ite leiwie PR oS S S R b /

lqonetooooooo lllllll ® 88 & 5 0 08 0 3 8 888 S E P SEEY e

I. CASE HISTORY 4

This part of the rating book is self-explana-
tory except for the following:

CASE NO.=-==--==~ ITEM 1 === PAGE 1 ---
EMPLOYER NO,--- ITEM 2 =-- PAGE 1 ---

Numbers, not names, were used here because of
the confidential information obtained. it was found
that the employers did not approve of having elther
thelr names or the name of the employee placed on this

page.

Employment Officer. Item 4, Page 1, is for the
purpose of determining who does the empl&ying.

Case Clasgification. Item 5, Page 1, is for
the purpose of indicating the type of employeg being
rated--"Advanced", meaning the type of employee wiao would

be promoted and was considered successful; "NonsAdvanced",

mezning the standstill or the specialist; "Separated",
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meaning the one who was discharged.

Job Claggification. Item 6, Page 1, is for

the pay roll job of the employee being rated.

Employee-Selection Method. Item 8, Page 1, is

for the purpose of determining just how employees are
selected.

Source of Employee. Item 9, Page 2, is for

the purpose of determining fo what extent employers are
glving preference to students who are gredustes from
vocatlonal schools. It answers in part Question one

of this study. It 1s also for the purpose of determining
what credit 1s given to students from vecational schools,
and answers Question two of this study.

Previous Experience. Item 10, Page 2, is for

the purpose of determining the average years of exper-
ience which the employee has. This information is not
~ directly pertinent to the questions asked in this
study, but.it would be considered allied information.

EducatlIon. Item 11, Page 2, is for the pur-
pose of determining to what extent vocational schools
are contributing to the success of employees. It

partially answers Question
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INSTRUCTIONS FOR FILLING OUT
DATE SHEETS FOR EMPLOYEE STUDY

INSTRUCTION - PAGE 1

EMPLOYER NO. = Leave blank.

INDUSTRY-The employer should check here the type of work
engaged in.

EMPLOYMENT OFFICER - Who is the employment officer?

CASE CLASSIFICATION - What 1s the present status of the
case? Has he been advanced? Is he still in the same
position? Have his services been discontinued?

PRESENT JOB CLASSIFICATION- What is the employee doing
now 1f he is still in your employ?

CASE STATUS - What is the present status of the employee,
if you know? Also check age as of date according to
your records.

EMPLOYEE SELECTION METHOD - This 1s an attempt to attain
your method of selection.

INSTRUCTIONS - PAGE 2

SOURCE OF EMPLOYEE - How did you get the employee in the
first place?

INDICATE NUMBER OF PREVIOUS EMPLOYERS - Check as many of
these items as you can with regerd to the employee,
his apprenticeship, intelligence, education, etc.

ITI. PERSONAL CHARACTERISTICS
This section of the book is for the purpose of
mzking a complete breakdown analysis of the employee and

is thus presented:

Rating btook, Page 3
PERSONAL CHARACTERISTICS
Please check one or more in each numbered item:
12, Personality

Aggressive ( ) Dynamic ( ) Congenial ( ¥
Phlegmatic ( ) Negative (




14. Cooperation
Unsparing ( ) Satisfactory ( ) Indifferent ( )
Poor ( ) ,
15. Ambition
Strong ( ) Fair ( ) Weak ( ) Lacking ( )
Over-developed ( '
16. Initiative
Strong ( ) Fair ( ) Weak ( ). Lacking ( )
Over ) Self-starting ( ,
17. Punctuality - Job Station
Yes ( ) No (
183 Application
Energetic ( ) Steady ( ) Flighty ( ) Lazy ( )
20. Progress - b
Superior ( ) Average ( ) Slow ( ) None ( )
21l. Courteous oK
Yes ( ) No ( )
Rating book, Page 4
Perscnal Characteristics continued:
22, Energetic
Yea ()} Heo ( )
254 Tashtal
Yea W04 8a ()
24, Leadership Qualities
Determined ( ) Decisive ( ) Resolute ( )
Persistent ( ) Organizing Ability (
26. Stability, Job
Constant ( ) Variable ( ) Lacking ( )
Impulsive (
27. Capability on Job
Has ( ) Has not ( )
28. Adaptebility to Job
Yes ( ) ¥o ( )
29, Adaptaebility to Job Environment
Yeas' [ ) Non{ )
50, Thoroughness on Job

Excellent ( ) Good ( ) Slipshod ( ) Neglectful ( )
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31.

Flexibllity - Easily adapted to new situations
Yes ( ) No (

32.

i

34,

36.

38.

40,

41.

42,

43.

Rating book, page 5
Personal Characteristics continued:

Creative Ability
Of value to industry ( ) Employees ( )
Consumer ( .)

Occupationeal Versatility
Has ( ) Has not (

Speed - Production
Rapid ( ) Moderate ( ) Sluggish ( )

Accuracy on Job
Yes ( ) No (

Reliability
Exceptional ( ) Responsible ( ) Irregular ( )
Unreliable (

Judgment, Job '
Superior ( ) Reliable ( ) Questionable ( )
Defective (

Judgment, Social
Superior ( ) Dependable ( ) Poor ( )

Conduct, Job
Irreproachable ( ) Honorable ( ) Troublesome ( )
Mind own business ( ) Dishonorable ( ) ]

Conduct, Social
Irreproachable ( ) Honorable ( ) Troublesome ( )
Dishonorable (

44.

45,

46,

Rating book, Page 6
Personal Characteristics continued:

Disposition
Cheery ( ) Even ( ) Disagreeable ( ) Quarrelsome(
Patient ( ) Flighty ( ) Moody (

Thrift - (Employer's materials and eguipment)
Conservative ( ) Wasteful (

Product, Qualitg
High—grade Marketable ( ) Passable (.),
Discard (
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50.

55'

Production, Quantity
High ( ) Medium ( ) Low ( )

Job Intérest
Enthusiastic ( ) Average ( ) Low ( ) None ( )
Clock-watcher (

Student while employed
Night School ( ) Correspondence School ( )
Seeks new ideas (

Family Relations
Excellent ( ) Satisfactory ( ) Indifferent ( )
Neglectful (.) Married ( ) Single ( ) Divorced ( )
Widower ( _

Financial
Sound ( ) Insecure ( ) Extravagant ( )

56.

58.

59.

60.

62,

650

67 .

715

Rating bodk, Page 7
Personal Characteristics continued:

Physical ;
Excellent ( ) Good ( ) Fair ( ) Poor ( )

Courage
Extrovert ( ) Introvert ( ) Stamina - High ( ;
Low

Morale
Excellent ( ) Fair ( ) Poor ( )

Honesty - Your Estimate - Yea No
a8, Loyalty to TITM....sva toh s ins v sivin v wieiwiviely
BB i R At T RS S T A, T S
c. Palegify Company's recoOrdBsssvssviessssasaes
d. OCan be trusted with Company's
pI‘OpeI‘ty-................-o.... ------ Ea ]

Promotional Material
Yes () No ( )

Appreciation
Sense of Yes () No ()

Job Orderliness
Yod L) No' (')

Neatness, Personal 72. Observin
Yes ( S No ( ) Yes ( ? No ( )
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For the purpose of simplifying this section
of the Employee Rating Book the following instruction

sheets were provided:

INSTRUCTIONS - PAGE 3

12, PERSONAL CHARACTERISTICS - How does he impress you
personally?

14, COOPERATION - How does he seem to get along with
others? Is he a helper, etc.?

15, AMBITION - Excess ambition may be the csuse of one
losing his Jjob. He may have ambitions over his head
for someone else's job, or he may have the required
amount of ambition for the type of job you want.

16, INITIATIVE - Having over-initiative may cost one
his job. It is true he may be a self-starter, but he
may forget to turn off the power and overdo the job or
do the wrong thing.

17. PUNCTUALITY -~ Is he regularly on the job and ready
to work at the stated time as per the employer-
employee agreement?

18. APPLICATION - Does he give the appearance that he is
dolng the Jjob because he 1s interested or 1s he just
looking for Saturday night and a paycheck?

20, PROGRESS - Progress has to do with his industrial
achlevement and other personal characterlistics which
might go in a summary as indicated.

21. COURTEQUS - Even in a job, courtesy may be a factor
that causes you to respect an employee above all others|

INSTRUCTIONS - PAGE 4

22, ENERGETIC - Refers to application and is really a
double check.

23, IACTFUL - Does he say the wrong thing at the wrong
time, or does he use good judgment?

24, LEADERSHIP QUALITIES - Does he possess the type of
leadership qualities which will make him possible
leadership material for your factory?

26. STABILITY * JOB - Does he have the "stick - to-it-
ness’ and dependability which a job requires?

27. CAPABILITY ON JOB - Can he "ecut the buck"?
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INSTRUCTIONS - PAGE 4 (continued)

28. ADAPTABILITY TO JOB - He may be a hard worker, but
he may be a round peg in a square hole.

29. ADAPTABILITY TO JOB ENVIRONMENT - He may be able to
work in a shop with & polished floor and wear &a white
collar, but how does he fit your shop?

30, THOROUGHNESS ON JOB - Are his Jobs always complete
according to your specifications?

31, FLEXIBILITY - Can you move him from one station too
the other with ease?

INSTRUCTIONS - PAGE 5

32. CREATIVE ABILITY - Does he see beyond the drawing on
the blueprint?

33. QOCCUPATIONAL VERSATILITY -~ Easy to turn from one
occupation to another?

34. SPEED - PRODUCTION - Self-explanatory.

36. ACCURACY ON JOB = Can .he be depended upon for the
tolerances allowed?

38. RELIABILITY - This means the same as dependability.
Will he always be on the job when you want him?

40, JOB JUDGMENT '~ Can you depend upon his judgment for
what may be determined a good job?

41, SOCIAL JUDGMENT - How about his companions and his
activities after working hours?

42, JOB CONDUCT - Self explanatory.

43, SOCIAL CONDUCT - Ability to get along with other

employees during or after working hours.

INSTRUCTIONS - PAGE 6

44, DISPOSITION - Self-explanatory.

45, THRIFT - Does he teke an interest in your equipment
and materials?

46. PRODUCT, QUALITY =~ Self~explanatory.

48, PRODUCTION, QUANTITY - What is his percentage of
production as agalnst your expectations?

50, JOB INTEZEST - This refers t6 his job and émploy-
ment satisfaction.

53. STUDENT WHILE EMZPLOYED - Does he do things that lezd
you to believe he is a real student?

54,  FAMILY RELATIONS -~ Some of these may be the cause of
his downfall,

55. FINANCIAL - What is his financial status to your
knowledge?
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INSTRUGTIONS ~ PAGE 7

56, FPHYSICAL - Self-explanatory.

58. COURAGE - Self-explanatory.

59. MORALE - Your general impression while he is on the
job and at home.

60. HONESTY = YOUR ESTIMATE - As honesty is an indefinitd
quantity, let us consider the employee on the basls of
his factory responsibility while under your employment.

62, PROMOTIONAL MATERIAL - Is he or is he not?

65. APPRECIATION - Does he appreciate what you or others
do for him, and does he continue to show appreciation?

67. JOB ORDERLINESS - Does he clean up his bench and
machine? Does he leave the stock in good condition?

71, NEATNESS, PERSONAL -~ Self-explanatory.

72. OBSERVING - Would he notice corrections to be made
on a blueprint before stock was actually used on Jjob?

IITI. REASONS FOR CASE STATUS

As personal characteristics were not considered
sufficient in completely analyzing employees, an attempt
was made in this section of the rating book to find what
the employer actually thought of the person belng rated.
The following pages were added to the rating book for

this purpose.

g




Rating book, Page 8
Reasons for Case Status

63, ( ) Business ( ) Lack of
( ) Increase .
64, ( ) Opportunity ( ) Lack of
66. ( ) Training { ') Lack of
68. ( ) Achievement ( ) Lack of
69, ( ) 8kill ( ) Lack.of
76. { ) Bducation ( ) Lagk of
T4. ( ) Job created
Separation ) 76. ( ) Coercion
Non-Advancement ) due to: 78. ( ) Resourcefulness
Advancement ( ) Lack of
79. ( ) Over-confidence
80, ( ). Misfit
8l. ( ) Hobbies overdeveloped
82. ( ) Agitator
84. ( ) Personal difference
85. ( ) Outside Interestes
: Overdeveloped
86. ( ) Indifference
87. ( ) Ego Overdeveloped
88y 1 Slipshod
90. ( ) SBluggish
92, Carelessness -
: absentmlinded
93, ( ) Carelessness -

mindful




Rating book, Page 9
Reasons for Case Status (continued

a4, () Slowness - general

96. ( ) Insubordination
98. ( ) Absenteeism
100, ( ) Trouble-maker
102, ( ) Drinking
' 104. ( ) Violation of rules
106, ( ) Misconduct
108. ( ) Dishonesty
. 110. ( ) Loafing
Separation ) 111, ()) Dissatisfaction - jJob
Non-Advancement) due to::112., ( ) Dissatisfaction -
Advancement ; . environment
1135, ( ) Tolerance ( ) Lack of
114, ( ) Lateness, habitual
116, ( ) Ability to follow in-
struction ( ) Lack of
118. ( ) L D I I R A
2 s b G RGO S S S S
L g AT 15 SRRl SR R catte i
1240 ( ) R R N R I R T N S A

While the items on Page 8 and 9 of the booklet
were considered quite self-explanatory, the followlng
section of the instruction book which is devoted to

these two pages 1s hereby added:

INSTRUCTIONS = PAGES 8 and 9

PERSONAL PROGRESS HISTORY:

Using the present status of the case as a
gulde, check those items you feel have contributed to

his separation - non-advancement - or advencement.
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IV. EMPLOYER COMMENTSSAND SUGGESTED
CORRECTIVE MEASURES

By the time the employer has reached thils
section of the book; it 1s considered that he has made
a very thorough ana%ysis of the employee and, as & result
of this dlagnosis, he should be able to contribute
certein information to this study which would be con-
sidered answers to Question 5. Therefore, pages

10 and 11 of this booklet were hereto presented:

Rating book, Page 10
Employer Comments and Suggested Corrective Measures

SEPARATED ( ) NON-ADVANCEMENT ( )
Employment Officer:

Your comments and suggestive corrective
measures relative to this case are of great value in the
final analysis and summary, viz:

l. Improved method of training in high school

vocational departments in such subjects

as: Wathematics (. ) Mechanlcal Draw=-
in? ( Scienc? g ) Englisb((

2. Improved method of general training in
grade and secondary schools.

3. More intense vocationel and social coun-
ciling in grade and secondary schools.

4, An improved system of vocational and
soclal counciling maintained within the
plant.

5. Closer cooperation between school and home,

6. OCloser cooperation between employer and homg

T. Closer cooperation between employer and
school.
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Rating book, Page 11

8. More influencial individuals taking a
personal interest in him,

9. Required to continue education while
employed.

10, More selective employment methods.

11l. Improved method of vocational student
selection.

12. Consulted physician,
153. Consulted psychiatrist.
14, Other reasons
15. Comments:
 ADVANGEMENT i)
Your evaluation of this eﬁployee, it net in

the trades, who has made outstanding progress:

For the purpose of giving the employer more
definite interpretation of pages 10 and 11l and to impress
upon him that his efforts have been apprecliated, the
following section from the instruction book was pre-

sented:

INSTRUCTIONS = PAGES 10 and 11

These pages are for the assigtance of vocational
departments where training is being carried on. Will you
please check this very carefully, as your opinion is
vital in the setting up of vocational courses.

"PHANK YOU"
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Compiling the distribution
list of employers

If the data to be gathered were to be of any
great vaelue, the employers who were selected had to
have certain qualifications, such as:t

l. Their past activities betrayed an interest
in personnel training

2. They were rated as outstanding employers
in the community

5. By thelr cooperation in the past with the
vocational department of the City of
Alameda, they had shown an interest in
vocational training
A list of 9 employers (see Appendix), there-
fore, was compiled on the above basis and the job of

collecting data was begun.

Gathering the data

The maximum number of books given to any one
employer was nine, except in the cases of the Assoclated
Cil Company, the General Motors Company, and one or two
othergs. Because these were large concerns employing
gseveral thousand people, it was thought best to give
them a few more and let them divide the booklets among
the various department heads. Each employer was instructe
to divide the number of books by three and to fill in an
equal number for "Advanced," "Non-Advanced," and
"Separated." If the firm was comparatively small, only
- three books were left.

It was found quite early in the process of

d
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gathering data that the most dependable way in which to
have the rating books filled out correctly was to help
the employer fill out the first three, that is, one of
each category. If the employment manager had been glven
more than three coples, he was given an instruction

book which was to be used as a reference, should he need
it. The following table shows the results in terms of
employer response to the study.

Teble 13 -- Employer Participation in Filling Out
and Returning Employer Rating Books.

No. booklets No. Employers
345 Delivered to 50
300 Returned from 45

Difficulties in securing
information

There were no difficvlties, other than the
time element., All contacts and‘visits were made in
accordance with previous arrangements for scheduled
appointments. In every case the qualified person was
directed by the management to fill in the rating book.
In many cases, the general manager of the firm personally
alded in the work of rating his employees.

In most cases, when the books were completed,
they were called for in the same manner in which they

were distributed, namely, by appointment. In a few

cages, however, the employers mailed them in when their
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job of employee rating was completed. In five cases
only were the booklets returned personally by the em-

ployer.
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RESULTS AND FINDINGS

Compiling and interpreting data

When the rating books were returned after
having been properly filled out, thelir contents were
compiled into a number of tables and charts which will
be considered in the same order as will be found in the
rating book (see Appendix). The actual numbers of cases
of employees studied were:

1. One hundred "advanced" cases

2, One hundred "non-advanced" employees

3. One hundred "separated"

It will be observed throughout this chapter that the

totals of the columns under the three headings of

non i i

"advanced, non-advanced," and "separated," will not
élways sum uﬁ to an even one hundred. This 1ls because
of employer errors in filling out the record books, which

were compiled exactly as turned in,

Case history of rated emplovees

This section of the research has to do with
the case history which 1s essential for a better under-
standing of the group which is being rated. Table 14,
Page 3 gives the results of the findings. It will be
noted that the averasge age of the "advanced" type is

33.5 years, the "non-advanced" 36 years and the
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"separated" type of employees 30 years. This gives

én average-age of 33.5 years. Item two of the table
indicates that the average time during which the
"advanced" employee has worked for the employer is

7.9 years, the "non-advanced" T years, and the "separ-
ated" 2.9 years; In each one of the three typeé or
empléyees, there is a comparatively large number of
‘industrial clerks. These employees were engaged in
tool-room work and other types of clerical work which
are usually prevalent around every factory. The boys
who fill these Jobs at the present time are being
supprlied by the nigh schools and Ifrom vocational depart-
ments of high schools.

One other item of importance is that of intell-
igence. By "high" intelligence is intended to indicate
that impression an employee gives the employer; likewlse,
with the "medium" and "low". There was no attempt made
to give intelligence tests. In Item Eight of this
table, it will be seen that eight-six of the "advanced"
type of employees were of high intelligence while only
twenty-eight of the "non-advanced" and twenty-two of the
"separated" type of employees were classed as "high"
intelligence. It should also be noted in Item ten that
only seven out of thne entire three hundred had ratings

of "low" intelligence.
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Table 14 -- Case History of Rated Employees
(as compiled from 100 advanced, 100 non-advanced, and
100 separated)

ITEMS OF INFORMATION Ad- Non-Ad Separ-
vanced vanced ated

1 Average age 53.5 yrs 36 30
2 Average duration of -

employment ) T 2.9
2 Number of industrizl®

clerks 24 24 22
4 Number of mechanics, |

helpers and apprentices 76 76 78
5 Number of persons rated

now employed (Note: se-

parsted employed elsewhere 93 100 90
6 Number of persons rated

now on relief - au 10
5 Number of persons rated

now_deceased 18 - =
8 Number of persons rated

as "nigh" intelligence 86 28 22
9 Number of persons rated

as "medium" intelligence 14 68 75
L O Number of persons rated

ag "low" intelligence o 4 3
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Employment officers

As indicated in Table No. 15, Page No. 4,
the results of the study will show that the "owner" rates
39 per cent, or the highest efficiency as an employment
officer. Ranking next to the "owner" in efficiency as an
employment officer is the "peréonnel.manager" with =
rating of 38 per cent. The "foreman" ranks third with a
rating of 35 per cent while the "supérintendent” ranks
fourth with 30 per cent in his efficiency in éelecting
employees. It will be noted, however, that the personnel
manager hired 35 of the advanced cases while the superin-
tendent hired 31 of the advanced. The owner hired 27 and
the foreman only hired 6. It will also be noted in the
column under non-advanced that the superintendent hired
41 or the greatest number of any of the four employers.
Likewise, under separsted cases, the superintendent hired
35, which was grester than any other of the four.
Table Wo. 15 -- Employment Officers

(as compiled from 100 advanced, 100 non-advanced, and
100 separated cases)

Employing Officer Adv. cages Non=-adv. Sep.Cases Effic,

hired hired hired in

Emplojy
Personnel lManager-- 35 51 29 36
Superintendent---==- 31 41 25 30
Owner-------=c-=c=- 27 23 20 39
Foreman-=========-- 6 5 6 5

Total -==-===-~-- 99 100 90 .
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delection methods or extent to
wnleh verious devieces are used in
employee selections

According to the data compiled, the "oral
interview" ranks first as a selection device, there hav-
ing been 95 advanced and 90 non-advanced and 91 separated
cases hired by this method. "Trade tests applied" ranked
second with 17 advanced, 20 non-advanced, and 14 separ-
ated cases while "trade tests written" ranked third with
9 advanced, 9 non-advanced, and 5 separated e&éases.
"Aptitude tests" ranked fourth and lowest with 9 ddvanced,
iO non-advanced, and 2 separated cases. In many of the
cases both oral interview and tests were given; this
explains why the columns total more than one hundred
ceses.

Table No. 16 -- Selection Methods or Extent to Which
Various Devices are used in Employee Selectlion

(as compiled from 100 advanced, 100 non-advanced, and
100 separated cases)

Methods of Selection Adv. Non-adv. Sep.
Oral interview only--- 95 S0 91
Trade' tests, written-- 9 9 5
Trade tests, applied-- aby g 20 14
Aptitude testg-==-—--- 9 10 2

o CRUIBERUCER Sk 130 129 132
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Source from which employvees are

chosen and extent to which the

employer zgencies funetion

One hundred and seventy out of a total of three
hundred employees were secured through personal applica-
tion, forty-five employees from another employer, and
thirty-nine were secured tarough the recommendations of
company employees. The high school vocational department
supplied only twenty-seven employees out of a total of
three hundfed, and out of that twenty-seven, it will be
noted that ten of them were of the "separated" type.
"Company officials" ranked fifth with twenty-six out of
three hundred emplbyees. According to this study the
vocational department of the high school actually fur-
nishes only eight and one-third employees out of every
one hundred which are inducted into industry.
Table No. 17 -- Source from which Employees are chosen
and Extent to which the Employment Agencies Function

(as compiled from 100 advanced, 100 non-advanced, and
100 separated cases)

Source Adv. Non-Adv. Sep. Totsl

1 Personal application 57 67 46 170
2 Other employer 10 20 Rt 1 45
5> Recommendetion of com-

pany employee 12 12 15 39
4 High school vocational

department 14
5 Recommendation of com- . il &

peny officilal 10 10 5 25
6 Public trade school 3 0 5 8
7 lNewspaper zsdvertisement 0 0 2 2
8 Trade publication 0 3 3 2
9 State Employment service 0 0 i Al
O Private trade school 0 0 0 0
1 Private Employment Service 0 0 0 0




Employee selection as to
educational sources

Teble No, 18, Page Noi 7, indicates that one
hundred and fifty-six of the three hundred employees had
attended high school while geventy-three had terminated
thelr schooling at the eight grade in the grammar school.
Fifty-nine had had vocational tralining; the high school
furnisned sixty of the advanced cases, forty-three of the
non-advanced and fifty-three separated cases. The grade
gchool furnished twenty-eight advanced cases, twenty-nine
non-advanced and twenty-four separated, while the voca-
tional department furnished twenty-two advanced, thirteen
non-advanced, and twenty-four separated cases.

Teble 18 -- Employee Selection as to Educational Sources

(as complled from 100 advanced, 100 non-advanced, and
100 separated emp}oyees)

Treining Institutions No.of 1 No.,of Nowof Totall
Adv.cases Non-Adv.3ep.
Casges cages

1 High School -12th Grade 68 56 57 181
2 Grade School -8th Grade 96 92 94 282
5 Vocational department of '

High School : 22 13 24 59

Total----m-vmem e meee 186 161 175 522
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Further information will be found in Table

No. 19, Page No. 8 which 1s a composite of all the cases
studied. The purpose of this table 1s to indicate exactly
what schooling advanced, non-advance, and separated em-
ployees have had-whether or not there had been an abund-
ance from the vocational derartment or the general course
in the high school. The results have just been explained
in the condensed Table No. 18, Page 7. The other items
on the table are self-explanatory and are placed in the
table for purely information purposes only.

Teble No., 19 -- Educationsl Levels of Employees Studied

(28 complled from 100 advanced, 100 non-advanced, and
100 separated cases)

Adv, Non-Adv.3ep. Ave.school

Educational Levels Per Per Per attainment
Cent Cent Cent Fercent of
300
1l Grade school-8th yr. T 94 282
2 High school-l2th yr. 68 56 5T 181
3 Majors in high school
vocational dept. 22 13 24 59
4 Trazde school vocational
zuto shop 5 6 4 15
5 Trzde school cabinet shopn 0 0 2 2
6 Trade school electric
shop 5 3 4 j2
7 Trade school mschine shop 13 6 1.5 32
8 Trade schnool radio shop 3 0 0 3
9 Major in high school com-
mercial devartment 115 10 5 26
JO Mz jor in pre-college
high school 4 0 % 10
11 Major in general course
high school 17 21 25 63
2 College one year only 10 5 5 20
1 College two years only 10 4 4 18
14 College three years only T 3 4 14
1 Colleze four years only 7 3 %) 1%
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Pergonal characteristics and their
valuesg in relation to employee
advancement

The first nine items: "adaptability to job,"

"adaptability to environment, application,' "progress;"

n n

"punctuality," "production speed," "conduct--job," "con-

duct--gsocial,"”" "thrift (employer)," all rated one hundred

non

per cent. "Personality, cooperation," "capability,"

"thoroughness," "accuracy," "reliability,ﬁ " judgment -~

" "sob interest," "honesty,"

job," "judgment--social,
"neatness-personal,” rated ninety-nine percent. "Initia-
tive," "versatility," "physical (health)," and "promo-
tional material" rated ninety-seven per‘cént; "apprecia-
tion" rated ninety-four per cent; "family relations,"
"finéncially sound" and "morale" rated ninety-three per
cent; "tactful" "leadership" and "flexibility" rated
ninety~-two per cent; "courage" eighty-seven per cent;
"ereative ability" eight-five per cent and "being a
student while employed" rated eight-one per cent.

This would indicate that the employer places

a very high premium on the "advanced" type of employee.
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Table 20, =-- PERSONAL CHARACTERISTICS AND THEIR VALUES
IN RELATION TO EMPLOYEE ADVANCEMENT
(as complled from studies of 100 Advanced employees)
Personal Characteristics Rating per cent
1 Adaptability to job 100
2 Adaptability to environment 100
3 Application 100
&4 Progress 100
% Punctuality 100
6 Production speed 100
i Conduct-=~job 100
8 Conduct==social 100
9 Thrift (employer) 100
L0 Personality 99
N Cooperation 99
12 Capablility 99
13 Thoroughness 99
14 Accuracy 99
15 Reliability 99
16 Judgment--job 99
17 Judgment--social 99
18 Job interest 99
19 Honesty 99
20 Neatnegs=-personal 99
21 Ambition 98
P2 Energetic | 98
23 Production quality 98
R4 Job orderliness 98
25 Observing 98
26 Initiative 97
27 Versatility a7
28 Physical (health( a7
29 Promotional material a7
30 Courteousness 95
51 Stability 95
32 Disposition 95
33 Appreciation, sense of, 94
54 Family relations, good 93
35 Financislly sound 93
36 Morale 93
37 Tactful 92
38 Leadership 92
59 Flexibility 92
40 Courage 87
41 Creative Ability 85
42 Student while employed 81
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ersonal characteristics and their
alues in relation to employee non-
b.dvancement

The personal characteristics in Table 21 are
brranged in the order of thelr importance and are self-
pxplanatory,. It will be noted, however, that the items
carrying the highest percentage are: "courteousness,"

" "conduct--social,"-"conduct--job," and

'production speed,
'thoroughness." The other personal characteristics are
éelf-explanatory and are placeg'in the order of their
Lmportance according to the ratings of the employer.
Attention 1s also called to the items in which this

particular type of employee rates the lowest, namely,

erestive ability, student while employed, and leadership.
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Table 21. =-- PERSONAL CHARACTERISTICS AND THEIR VALUES
IN RELATION TO EMFLOYEE NON-ADVANCEMENT
(as compiled from studies of 100 Non-advanced employees)
Personal Characteristics Rating per cent
1 Courteousness : 91
2 Production speed 89
3 Conduct==social 89
4 Conduct=-=job ‘ 89
5 Thoroughness 88
6 Thrift (employer) 87
T Job orderliness 86
8 Physical (health) 86
9 Family relations 86
10 Job interest 85
14 Neatness--personal 84
12 Punctuality 82
13 Capability 82
14 Adaptability to job 80
15 Reliability 80
16 Honesty 80
17 Production--qguality 80
18 Accuracy 79
19 Application 78
20 . Adaptabllity to environment Y
21 Judgment-=gsoclial iy
22 Cooperation 76
23 Disposition 76
24 Personality T4
25 Job judgment 67
26 Financially sound -
27 Tactful 65
28 Ambition . 64
29 Energetic 64
30 Stability 64
31 Initiative . 61
32 Observing 58
B Courage 52
34 Versatility 49
55 Flexibility 47
36 Appreciation, sense of, 43
20 Progress V42
38 Morale . 40
39 Creative ability 7
40 Leadership 31
41 Student while employed 27
42 Promotional meterial 04




Personal characteristics and their

velue in relation to employee
gseparation

In Table 22 it was found that the outstanding

characteriétids even among the separated type of em=
ployees are: courteousness, punctuality, good physical
health, neatness-=personal, production--speed, good
famlly relations, personality, and job conduct. The
items which they were extremely low in were promotional
material, leadership, being a student while employed,
morale, capablility, stability, appreciation, sense of,
vergatility, reliability, and jJjob Jjudgment. The other
items are self-explanatory and are placed in the order
of thelr importence according to the rating of their

employers.
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Table 22, -- PERSONAL CHARACTERISTICS AND THEIR VALUES
IN RELATION TO EMPLOYEE SEPARATION
(as compiled from studies of 100 Separation employees)

Personal Characteristics Rating per cent
1 Courteousness 88
2 Punctuality 86
3 Physical (health) 85
4 Neatness--personal 79
5 Production speed T9
6 Family relations T4
7 Personality 70
8 Conduct-=-job 69
9 Conduct--social 67
10 Job orderliness 64
19 Thrift (employer) 62
12 Cooperation 60
13 Disposition 60
14 Job interest 60
15 Honesty 58
16 Judgment--gsocial 57
17 Thoroughness 57
18 Accuracy 55
19 Ambition 29
PO Tactful 54
24 Financially sound 52
P2 Application 51
P 3 Capability 51
P4 Energetic 50
D5 Observing 45
D6 Courage 48
D7 Initiative 48
D3 Progress 48
ele Adaptability to job 43
#10) Accuracy ' 40
1 Adaptability to environment 40
2 Flexibility 40
3 Judgment--job _ 40
4 Reliability 40
5 Versetility 38
6 Appreciation, sense of, 35
i Stability 30
8 Creative ability 25
9 Morale 25
%) Student while employed 23
1 Leadership 21,

I%e) Promotional material 10




Personal characteristics snd their
values in relation to employee
limitations or minimum advancement
probabllity

An attempt was made in Table 23 of the study
to ascertain what would be the minimum ratings which
one could have in personal characteristics and still have
a s8light but possible chance of advancement. In the
column under "ratings per cent" will be found the minimum
ratings whichrone could have according to the findings and
still be considered promotional material. This was
found by taking the average percentages from the advanced,
the non-sdvanced, and separated cases. The items were

placed on the table in the order of thelr importance.
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Table 23, -- PERSONAL CHARACTERISTICS AND THEIR VALUES
IN REIATION TO EMPLOYER LIMITATIONS OF MINIMUM
: + ADVANCEMENT PROBABILITY
(a8 compiled from 100 advanced, 100 non-advanced, and
100 separated cases)
Personal Characteristics Rating per cent
1 Courteousness 91
2 Pnysical (health) 89
3 Production speed. 89
4 Punctuality 89
5 Neatness~-=-personal 87
6 Conduct--job 86
7 Conduct--social 85
8 Family relations, good 84
9 Thrift (employer) 83
10 Job orderliness 82
11 Job interest 81
12 Personality . 81
13 Thoroughness 81
14 Honesty 79
15 Cooperation 78
16 Disposition TV
il g Application 76
18 Production quality 76
19 Accuracy T4
20 Adaptability to job T4
21 Capability T4
22 Judgment--gocial T4
23 Reliability s
24 Adaptebility to environment 72
25 Ambition 72
26 Energetic Td
27 Financially sound : 70
28 Tactful 70
29 Initlative 68
30 Judgment--job 68
1 8 Observing 68
32 Progress 63
33 Stability 63
34 Courage 62
35 Versatility 61
36 Flexibility 59
37 Appreciation, sense of, Bl
38 Morale 52
39 Creative ability 49
40 Leadership 47
41 Student while employed 43
42 Promotional material 37




Ratings of employees against
fortv-two personal character-

igtics

In Teble 24 the results of the rating books
are compiled in the same order that they appear in the
book and no attempt is made here to set the items up in
the order of their importance. This table is to be
used as a reference for the precéding tables on personal
characteristics and it will be found that the three
columns under advanced, non-advanced, and separated are

reproduced therein.
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Table 24, -- RATINGS OF EMPLOYEES AGAINST FORTY-TWO
PERSONAL CHARACTERISTICS
(as compiled from 100 advanced, 100 non-advanced, and
100 separated cases)
Adv. Non-Adv. Sep.
No. Personal Characteristics Per Per Per
Cent Cent Cent
1 Personality 99 T4 70
2 Cooperation 99 76 60
3 Ambition 98 64 55
4 Initiative i 61 48
5 Punctuality 100 82 86
6 Application 100 78 51
7 Progress 100 42 48
tS) Courteous 95 - 91 88
9 Energetic 98 64 50
10 Tactful 92 65 54
h s Leadership 92 31 20
1 Stability 95 64 30
13 Capability 99 82 51
14 Adaptability to job 100 80 43
15 Adaptability to environment 100 Vit 40
16 Thoroughness 99 88 57
17 Flexibility 92 47 40
18 Creative Ability 85 I 25
19 Versatility o7 49 38
20 Production--speed 100 89 79
21 Productione-~-- quality 98 80 51
22 Accuracy 99 9 55
23 Reliability 99 80 40
24 Judgment-=-Job 99 67 40
25 Judgment--Socizal 99 i 67
26 Conduct--Job 100 89 69
27 Cenduct-=Social 100 89 67
28 Disposition 95 T6 60
29 Thrift 100 87 62
30 Job Interest 99 85 60
51 Student on Job 81 27 23
32 Family Relations 93 86 T4
e o Financizal o% 66 52
34 Physical 99 86 85
35 Courage a7 52 48
36 Morale 93 40 25
3T Honesty 99 80 58
38 Promotional Material 97 4 10
29 Sense of Appreciation o4 43 35
40 Orderliness in Job 98 86 64
41 Personal Neatness 99 84 79
42 Observing 98 58 49
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Rating employees against employment

progress factors to find probable
causes for adveaencement

In Table 25 ability to follow instructions
seemed to be the most important progréss factor wnich 1is
followed by skill, training, achievement, resourcefulness
education, and tolerance.

Table 25, -- RATING EMPLOYEES AGAINST EMPLOYMENT PROGRESS

FACTORS TO FIND PROBABLE CAUSES FOR ADVANCEMENT
(as computed from 100 cases of "advanced" employees)

Order
of Job Progress Factors Percentage
Importance

v Ability to follow instruc-

tions il 4
2 Skill 69
3 ~ Training 66
4 Achlevement 65
5 Resourcefulness 48
6 Education 47
7 Tolerance 38

Rating Employees Against Employ-
ment Progress Factors to Find

Probable Cause for lNon-Advancement

Assuming that anything below a grade of 80 |
would be cause for non-advancement, it is readily seen
from Table 26 that an employee might have a great many
faults and still be able to remain on the payroll so
long as the error in these faults was not noticeably
high. For example, it will be seen that even with the
"outside interests overdeveloped"--Item 18--to the

extent of 10 per cent negative, he would still have a




payroll job worth 90 per cent. But if in speed he
should drop below 61 percent, he would be apt to be
considered even too inefficient to remaln as a non-
advanced type. His education may be as low as 64 per
cent end his skill as low as TO per cent and still he
may be a valuable man to industry in a specialist's

job or some position above which there 1s no advancement.
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Table 26, -- RATING EMFPLOYEES AGAINST EMPLOYMENT PROGRESS
FACTORS TO FIND PROBABLE CAUSE FOR NON-ADVANCEMENT
(as computed from 100 cases of non-advanced employees)

Order Negative Payroll
of ; Percent- worth

Importance Progress Factérs Age Positive

1 Slowness-general 39 61
2 Achievement 36 64
3 Education 36 64
4 Resourcefulness 34 66
2 Training 51 69
5 Ability to follow
instructions 30 70
T Skill 30 70
8 Indifference 20 80
9 Tolerance 19 81
10 Misfit 18 82
4= Carelessness--Absent-
minded 16 84
12 Misconduct 14 86
13 Drinking 13 87
14 Ego Overdeveloped ' 135 87
15 Fersonal differences 33 87
16 Insubordinstion i 1 & 89
g Dissatigfaction-=-job 10 90
13 Qutside interests over=-
developed 10 Q0
198 Loafing 9 91
20 Digsatisfaction--envir-
onment 8 92
2, Slipshod 8 g2
22 Over-confidence 76 93
24 Sluggish i 93
24 Trouble-maker 8 95
25 Violation of rules T 83
26 Absenteeism 6 o4
2 Carelessness--mindful 6 o4
28 Agitator 5 95
29 Dishonesty i 95
30 Lateness--habitual 3 97
i Coercion 2 o8
AL Hobbles overdeveloped 0 100
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Rating Employees Agsinst Employ-
ment Progress Factors to Find
Probzble Causes for Separation

Assuming that any rating lower than 80 per
cent would be cause for discharge, then, according to
Table 27, the most common cause for separation would
be "misfit" inasmuch as the best that a misfit could
geﬁ-would be 67 per cent or 33 per cent negative. Re-
sourcefulness stands next important with a rating of
T4 per cent, indifference 75 per cent, training 74 per
.cent, achievement 79 per cent, skill 79 per cent, slip-
gshod 79 per éent, ability to follow instructions and

ebsent-minded carelessness 80 per cent.
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Table 27. -- RATING EMPLOYEES AGAINST EMPLOYMENT PROGRESS
FACTORS TO FIND FROBABLE CAUSES FOR SEPARATION
(28 computed from 100 cases of separated employees)

Order Negative Positive
of Percent- Payroll

Importance Progress Factors Age Worth

I Migfit 33 67
2 Resourcefulness 27 13
3 Slowness--general 26 T4
4 Indifference 25 75
5 Training 23 77
6 Achievement 21 79
£ Skill 21 79
8 Slipshod 21, 79
S Ability to follow in-
gtructions 20 80
10 Carelessness--absent-
minded 20 80
S Violation of rules 18 82
12 Dissatisfaction-~job 17 83
13 Drinking 13 87
14 Insubordination 13 87
15 Agitator 12 88
16 Dishonesty 12 38
17 Outside interests over-
developed 12 88
18 Sluggish 12 88
19 ~ Ego Over-developed 13 89
20 Loafing 11 89
21 Tolerance 11 89
22 Trouble-maker y 89
23 Carelessness--mindful 10 90
24 Digsatisfaction--envir-
onment 10 90
25 Education 10 S0
26 Personal differences 9 g1
27 Misconduct 8 92
28 Over-confidence 6 94
29 Absenteeism 4 96
30 Hobbles over-developed 3 97
5l Lateness==habitual 3 o7
52 Coercion 0 100
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Rating employees against employment

progress factors to establish mini-
mum probabilities for advancement

This compilation of progress factors arranged
in the order of their sequence as shown in Table 28 is to
determine what would be the most important factors which
one individual should have in order to be proficlent in
order to stand any possibility of advancement. Accord-
ing to the findings, abllity to follow instructions
ranks first while achievement, skill, training, re-
gourcefulness, education, tolerance, would rank the
highest. But in order to interpret Items Eight, Nine,
Ten, and Eleven to Thirty-two inclusive, the antonym
to the term used would be.the correct positive rating
item. For emmmple, Item No. Eight--"slowness-general"--
with a rating of 21.6 per cent would mean that he -
would rate 21.6 per cent in speed. In the next item,

"indifference," the rating 15 per cent indicates that
he 1s 15 per cent concerned positively toward the job

or 85 per cent indifferent toward it.
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Table 28, =- RATING EMPLOYEES AGATNST EMPLOYMENT PROGRESS
FACTORS TO ESTABLISH MINIMUM POSSIBILITIES FOR
ADVANCEMENT
(s compiled from 100 advanced, 100 non-advanced, and

100 separated employees)
Order : Per- Payroll
of cent- worth

Importance Progress Factors age

2 Ability to follow in-
structions 42 58
2 Achlevement 40.6 59
3 Skill 40 60
4 Training 40 60
5 Resourcefulness 56.5 64
6 Education a1 69
T Tolerance 23 78
8 Slowness~--general 21.6 83
9 Misfit v 85
10 Indifference 15 88
18k Carelessness-~-absent-
minded 12 90
12 Slipshod 9.6 ol
B3 Dissatisfaction=~-=-job 9 91
14 Drinking 8.6 92
15 Violation of rules 8.3 g2
16 Ego over-developed 8 92
17 Insubordination 8 92
18 Misconduct T3 93
19 OQutside interests over-
developed i) 93
20 Personal differences e 93
21 Loafing 6.6 93
22 Sluggish 6.3 94
23 Disgsatisfaction-~-envir-~
onment 6 94
24 Trouble-maker 6 94
25 Agitator 5.6 o4
26 Dishonesty 5.6 94
i Carelessness~--mindful B e 95
28 Over-confidence 4,3 96
29 Absenteeism Bl 97
30 Lateness--habitual 2 98
31 Hobbies over-developed e 99
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Table 29 is a compilation of employment
progress factors tzken from the 300 booklets after
the employees have been rated by the employers. This
table is a reference sheet and no effort was made-here
to set the ltems up in the order of their importance
Inasmuch as the interpretation of the three types of

employees has already been made.

Ll AR g
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Table 29. -- EMPLOYMENT PROGRESS FACTORS AND REASONS
OR CAUSES FOR CASE STATUS OF EMPLOYEES
(as compiled from studies of 100 advanced, 100 non-
advanced, and 100 separated cases)
Non- Probabilit
Progress Factors Adv. Adv. Sep. of Success
1 Training 5 .23 .40
2 Achlevement +65 $ 35 2l . 406
3 Bkill : .69 « 50 .21 .40
4  Education AT .36 .10 il
5 Coercion .00 L2 .00 . 006
6 Resourcefulness <48 « 34 27 253
7 Over=confidence .00 07 .06 043
8 Misfit .00 .18 s DD 5 i
S Hobbies over-developed .00 ele] +O3 <01
10 Agitator .00 05 .12 .056
11 Personal differences .00 i .09 073
12 Qutside interests over-
developed , .00 210, e =073
13 Indifference .00 «20 o5 5]
14 Ego overdeveloped .00 i R .08
15 Slipshod .00 .08 i .096
16 Sluggish O SBT I B .063
17 Carelessness-=-absent-
minded .00 W .20 o )
18 Carelessness--mindful .00 .06 10 .053
19 BSlowness-general J00 | .39 .26 .216
20 Insubordination .00 el B B .08
21 Absenteeism .00 .06 i 1 .033
22 Troublemaker .00 207 1 A .06
23 Drinking SO AR LD .086
24 Violation of rules .00 T 18 .083
25 Misconduct .00 o L& .08 075
26 Dishonesty .00 .05 g b 056
27 Loafing LO0 T 09 iy, § .066
28 Dissatisfaction--Job .00 0.6 ST .09
29 Dissatisfaction--envir-
onment .00 .08 30 .06
30 Tolerance . 38 .19 ik s 25
31 Lateness--habitual .00 + 0% 05 2 Q2
52 Ability to follow in-
structions i D0 220 A2
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Employer suggestions for employee
corrective methods which would

insure a higher type of employee
personnel

The tabulation in Table 30 will indicate
what the employers believe can be done by both school
and industry which will be an improvement for the non-
advanced and separated types of employees. "Advanced"
employees need no corrections; therefore, no'reference
is made to that particular type.

The results of the findings indicate that
one hundred and twenty-elght, or forty-three per cent of
employers suggest that we should improve soclal and vo=-
cational counsel in grade and secondary schools. Eighty-
nine of the employers or thirty per cent suggest that
the employee should be required to continue education
while employed. Eighty-seven of the employers, or
twenty-nine per cent, suggest that they should improve
their method of selectlng employees. Twenty=-seven
suggest that there should be closer cooperation between
the school and employer. Twenty-five per cent suggest
that we should improve the vocational and social coun-
seling gystem within the plant. TIwenty-five per cent
likewlise suggest there should be an improved method of
training in grade and secondary school, while twenty-
three per cent suggest there should be a closer coopera=-
tion between the school and home and twenty-three per

cent suggest we should improve the vocatlonal training

in high schools.
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Table 30. -- EMPLOYER SUGGESTIONS FOR EMPLOYEE COR-
RECTIVE METHODS WHICH WOULD INSURE A HIGHER TYPE OF
EMPLOYEE PERSONNEL
(Compiled from results of 300 employee analyses)

No. cases
Suggested where Per
corrective method suggested Cent
1l Improve social and vocational
counciling in grade and second-
i ary schools 128 43
2 Required to continue education
while employed 89 30
3 More selective employment
methods 8T 29
L Closer cooperation between
school and employer 80 27
5 Improve vocational and social
counciling system within the
plant 75 25
6 Improve method of general train-
ing in grade and secondary schools T4 25
T Closer cooperstion between
school znd home 70 23
8 Improve vocational training in
high schools 68 23
9 More influentisl friends ad-
vising employee 64 21
10 TImprove training in mathematics 53 18
11 TImprove method of English instruction 40 13
12 Closer cooperation between employer
and home 3B Al
13 Improve method of vocational
selection 34 ik
14 Improved course in mechanical
drawing 21 9
15 Improved course in scilence 19 7
16 More fregquent snalysis of employee
by physician 10 2
17 Consultation of employee by
psychiatrist T 2
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DISCUSSION

Case history in
rating employees

The summarization of the case data is per-
tinent to tﬁa problem herein studled, although it does
not answer any question.

It sh&%s, for example, that the average age
is 33.1 years for advanced, 36 years for non-advanced,
and 30 years for separated, or 33.l1 years average age
of all employees rated and that the time of employment
for the advanced is 7.9 years, 7 years for the non-
sdvanced, and 2.9 years for the separated. This last
statement would 1indicate that the employer had in almost
every case known his employees for a long enough period
to allow him (the employer) to make a fair rating of
each employee. It would seem, according to the findings
of this table, that in order for one to be successful,
he must be of very high intelligence, inasmuch as elghty-
six of the advanced cases were rated "high" in that

respect.
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Employment officers
According to the data gathered, the owner is

the most efficient employment officer. The reason for
that, perhaps, 1s that in the San Francisco Bay District
there are but very few "personnel managers" at the
present time. In the findings, it was notéd that the
"versonnel manager" does rate the hichest in his ef-
ficiency in picking cases of the "advanced" type. This
part does not answer any of the questions but 1t wes

/
pertinent to the problem.

Selection methods

From the results of this study it is readily
seen that very little attention 1s paid to any other
selection method except the oral interview and very
little consideration is given to tegts of any kind.

This material is considered pertinent to the problem but
it is not in answer to any of the questions,

Sources from which employees
are chosen and extent to which

employment agencies function

It has been shown from the results of this
study that the majority of employees are selected by
"personal application", which means that in such cases
there is no connection with any employment agency. The
nigh school vocational depértments supplied only eight

and one=third per cent of the employees, which answers
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Question 1 of this study. This indicates that so few
gtudents are taken from the vocational departments that
they bear little significance to industry. Reference is
made here to Chart 1, which shows the composite of em-
ployment methodé. The apparent insignificance of the
vocational department as an employment agency is readily
seen by the graphic analysis on this chart.

Emplovee sgelection as to
educational levels

It would seem that education has little to do
with one's success in industry, other ﬁhan that he be a
graduate from the elghth grade in school., As Table 19
shows, 181 cases of the 300, or 60 per cent of the em=-
ployees had at least a high school education. The com-
panion Chart (2) of this table will show that there is
very little difference between the educational levels
of advanced, non-advanced, and separated employees. The
study of this chart and table will show very definitely
that in so far zs these 300 employees were cbncerned,
the vocatlional department of the high school had very
little to do with their education.

Question 2 of this study 1s answered definitely
in Chart 2§ which will indicate that employers do not
make a distinction between vocational graduates and high
school graduates in favor of the vocational department.

The facts herein presented indicate that the regular high

I_gschool la given praeference over vacational training, .. .
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It should be pointed out with reference to
the data whichare illustrated in Table 19 and Chart 2
that the average age of the three types of employees
is 33.1 years. Assuming that these employees went to
work in 1925 when they were 18 years of age, there is
no reason why they should not have had vocational train-
ing in the Bay district inasmuch as there were voca-
tional departments available in that region previous
to 1925.

Personzl charscterigtics and their values in

relation to employee advancement.--~ Judging from the

percentages in proficiencies with which the employers
rated the 100 advanced employees studied, it seems

- evident that employers expect a great deal from the
type of employee who is to be promoted. Inasmuch as
these cases were outstanding in leadership, their rat-
ings naturally are high.

Referring to Chart 3, it wili be noted that
the outstanding adveanced cases, as were the cases in
the study, mey rate comparatively high 1n such things as
(1) creative ability (2) being a student while on the
job, and (3) courage. However, 1t should be noted
that even courage has & rating of 88 per cent. To ad-
vance, therefore, on a job, as indicated by Advanced
Probability Chart 23, one may have a much lower grade

in personality, for example, than is shown in the ideal
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case where the percentage is 99. The low point of pro=-
bability of advancement, according to Table 23, is seen
to be 81 per cent. On that same chart, it is seen that
one may be the advancement type of employee and stlill
have a percentage as low as 37 per cent, which is in-
dicated by "promotional material", Item 42, Table 23.

The reason for creative ability being low is
that the average employee of the advancement type 1is
not called upon to do much creative work. That 1s done
by the engineering department. The reason why he is
allowed so much latitude under the item "student on the
job", Table 23, Item 41, is that heretofore it has al-
wayc been left to’the judgment of the employee.

Pergonal characteristics and their wvalues in

relation to employee, Hon-advanced. -- By referring to

Chart 3, it will be seen that for convenience the non-
advanced and the separated are dliscussed together. The
graph indicates a similarity between the non-advanced
and separated. The only difference between the two is
that the separated type of employee drops a little

lower in important points of personal characteristics.
The employment characteristics, as derived from personal
characteristics, would be the main average of the per-
centages of the three types of employees. ‘' It is not
shown on the chart because of the complications in

reading. Question 3 of this study 1s answered in part

by Chart 3.
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Rating employees against employment progress

factors to find probable causes for advancement. FPro-

gress factors were used here because there seemed to be
a slight difference between personal characteristics and
job progress factors during employment. This is very
clearly pointed out in Table 25, for which the out-
standing item is ability to follow instructions. The
percentage of 77, which is the rating given to abllilty
to follow instructions, is even lower than the percent-
age of 8l which is rated against student while employed
in Table 20, Item 42,

The items of ability to follow instructions,
gkill, training, achievement, resourcefulness, education,
and tolerance were given by employers as the outstanding
reasons why the employee advanced, if such were the case.
Then the above seven progress factors become employment
characteristics, and should be added to the twenty-two
personal characteristics as indicated in Table 23.

Rating emplovees against employment progress

factors to find probable causes for non-advancement ,--

For convenience, Tables 26 and 27 will be discussed to=-
gether inasmuch as each one has a direct bearing upon
the other. Both the non-advanced and separated type of
employee, according to the ratings of the employer,

are potentially undesirables, as would be deducted by

the percentages shown. As previously pointed out, the

percentages of those charts indicate positive values,
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or the antonym for the characieristics. The non-advanced

type shows the hilghest positive factors of 39 per cent
against slowness, which would mean that his rating in
speed would be only 39 per cent, while the separated
type, Table 27, Item 3, shows only 26 per cent positive
ags an indlcation of his speed ability. The positive
percentages in ratings of both the non-advanced and the
separated employees being so far below normal, it 'is
plain that these immediately become unemployment char-
acteristics.

Rating employees ageinst employment progress

factors to establish minimum possibilities for advance=-

ment. -- By taking the g¢orresponding progress factors
and percentages as indicated in advanced, non-advanced,
and separsated employees, the composite list of minimum
posgibilities for advancement 1s deducted and recorded

in Table 3l
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Table No, 31 =- EMPLOYMENT CHARACTERISTICS IN THE FORM
OF PROGRESS FACTORS AND THE MINIMUM POSITIVE PERCENT=-
AGES ALLOWED FOR ADVANCEMENT POSSIBILITIES

Order ! Negatlve Positive

of Progress { Percentage Percentage

Import- Factors Minimum Minimum

ance Allowance Allowance

il Hobbies over-developed el 99

2. Lateness habitual .02 98

£ 1 Absenteeism ok a7

4. Over-confidence 04 96

5. Carelessness .05 95

6. Dishonesty .06 94

T Agitator .06 o4

8. Trouble-maker .06 o4

9. Dissatisfaction of en-

vironment .06 94

1 0. Sluggish .06 94

L1, Loafing « 07 93

L2 Personal differences «OT 95

L5 Outside interests over-

developed 07 93

| 4, Misconduct e 93

50 Insubordination .08 92

16. Ego over-developed .08 92
i Ky Violation of rules .08 92
18. Drinking .09 91
19. Dissatisfaction of job .09 91
20. Slipshod .10 90
s Carelessness--absent-

minded 12 88
22, ‘" Indifference S 85
2%, Misfit i 83
4. Slowness, generzl .22 78
25. Tolerance 23
25. Education 31
~ 3 i Resourcefulness 36
28. Training 40
29, Skill 40
30. Achievement 41
3. Ability to follow in-

structions 42




The final deductions then, wilth regard to
progress factors, will be that Itemsl to 24 inclusive of
Table 30 become unemployment characteristics, and
Items 25 to 31 inclusive, employment characteristics as
previously refe}red to in Table 25. This completes the
answer to Question 3, and the full list of employment
characteristics is now presented in Table 31.

Analysis of employers' suggested corrective

measures.-- It is readily seen from Table 30 and the
interpretation which went with it that the employer thinks
we have a great deal of room for improvement in the vo-
catlional counseling program in grade and secondary schools
This is further illustrated in Chart 4. Thirty per cent
| of employers also think that employees should be required
to continue education while employed. It is assumed that
they refer to any kind of education which would improve
them in their work. This would indicate that there is
a fertile field in industry for an improved vocatlonal
plan, providing it is properly promoted.

Another item that 1s worthy of consideratlon
is the fact that 27 per cent of the employers belleve
there should be a closer co-operation between the school
and the employer. What they really mean is that the
vocational schools should associate themselves more
closely and more earnestly with industry. They are

willing to co-operate with schools, but the impression
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éathered while collecting material for this study is
that industry does not feel that any part of the school
system is going very far out of its way to co-operate
with it.

In the order of their importance the suggested
corrective methods are herewith set up in the extent that
they affect the school.

1. Improve social and vocational counseling
in the grade and secondary school.

2. A closer co=operation between the school
and the employer.,

3. Improve the method of general training in
grade and secondary schools.

4. Encourage closer co-operation between the
school and home.

5. Improve the vocational training program
in the schools. '

6. Improve training in mathematics.

T. - Improve method of English instruction.

8. Improve method of vocational selection.

The sbove i1tems will answer Question 5 of this
study.

The employer @lso has imposed a burden of
responeibilities upon himself by the deductlions gathered
from his own experiences. These are herewith presented
in the order of their importance.

1. Require the employees to continue educa-
tion while employed.

2. Improve employment methods and make them
more selective.
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3. Improve the voecational and socilal coun-
gseling system within the plant.

It is Jjudged by the above statements that
the employer feels the urgent need of improving the ef-
ficlency of employment menagement within his plant. It
has been pointed out before, in the Review of Literature,
that employment management had not until recently become
such an important factor in the smaller organizations.
However, this gtudy will indicate that the employers as
a whole are thinking in terms of humen engineering as a
means of improving plant efficiency.

These items wlth regard to employer responsi-
bility do not answer directly any of the questions in
this study, ﬁut they do imply & significance to Question
4, If the employer were to make his employment methods
more selectlive, and if he were to develop or improve
nis vocational and social counseling system within the
plant, it would mean that he would set up a personnel
management system; and by so doing hne would immediately
establish & system of employment by use of employment
characteristices. Therefore, the employment character-
istics which are set down in Table 31 would be of grezt
value to the employer in setting up employee selection
rating charts.

The material presented in Chapter III furnishes
answers to all subordinate guestions, and therefore

solves the major problem: "What are the fundamental
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employment cheracteristics in the metal working trades
in the Bay District of San Francisco, California?"
Recommendations for the improvement of the efficiency
of the vocational-program will be presented in

Chapter IV,




Chapter IV

RECOMMENDATIONS

The problem which this study attempts to solve
in the metal trades industries of the San Francisco
Bay District of California 1s to determine funda-
mental employment characteristics and to recommend
changes in the loecal vocational éducational training
program in the light of these findings. The ques=
tions which arose out of the problem and which this
study has attempted to solve are as follows:

1. To what extent does industry give
time or accomplishment credit to
graduates of vocational schools
when they enter industry?

2. Do employers make a preferable
distinction between vocational
graduates and regular high school
graduates?

5. What constitutes recognized employ-
ment characteristies and other
assets which might be used as
teaching responsibilities and
employment ailds?

4. In what way would these employment
characteristics be of value to the
employer when analyzing prospective
employees or checking the program of
employees?

5. What means or methods may be employed
to lmprove the efficlency of the
vocational program?

bz,
(U
F.a.




i* g

P2

The findings of thils study are as follows:

1. Industry as a whole glves only a small
/ degree of credit to graduates of

vocational departmente when they enter
industry.

2. Employers as a whole do not make a
preferable distinction between vocational
graduates and regular high school grad-
uates in favor of the vocational gradu-
ates. The study will show that the preference
is for the regular high school graduates
instead of those coming from the voca-
tional departments.

3. Table No. 32 entitled "Employment Char-
acteristics" is the result of the find-
ings of this study.
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Table 32--EMPLOYMENT CHARACTERISTICS PLACED

IN THE ORDER OF THEIR IMPORTANCE
A% POSSIBLE EMPLOYMENT ADVANCE=-
MENT FACTORS

Order Minimum
of Employment Percentage for
Impor- Characteristics Advancement
Lange Expectancy
1. Courteousnessg - = = = = = = - - = 91
- 1 Physical fitness--health- - = - - 89
3. Production speed= = = = = = = - - 89
4. Punotlality = = = = = = = w = = 89
5. Neatness--Personal- - - - - - - - 87
6. Condugt==job= = = = = = = = = - = 86
Tl Conduect=--goelal « = = = = = & = = 85
8. Famlly relations, good- - - - - - 84
9. Thrift (employers- -------- 83
10, Job.orderliness = = = = =« = = « = 82
11. Job interest- - = = = = = = = - - 81
12. Personality = = = = = = = = = = - 81
13. Thoroughnegs= = = = = = = = = = = 81
14, Honesty - = = = = = = = = = = = - 79
15. Co-operation- - = = = = = = = = = 78
16. Disposition - = = = = = = = = = T 77
17. Ability to follow instructions- - 77
18, Productlon quality- - = = = = - = 76
19. Accuragy- = = = = = = = = = = - = T4
20. Adaptatlion to Job = - - - - - - - T4
2l. Capability- - = = = = = = = = - - T4
22. Judgment--goclal= = = = = = - - - T4
2%,  Reliability - - - - —i='e/ = = « = T4
24 . Adaptability to environment - - - e
25. Ambition- - = = = = = = = = - - - 72
26. Energetic - = = = = = = = = - - - 71
v . Finanelslly sound - = = = - - - = 70
28. Tactful = = = = = = = = = = = = = 70
2 USRS I P 69
30. Initiative- = = = = = = = = = - - 683
31. Judgment--job = = = = = = - = - - 68
32. Observing - - = = = = = = = = - - 68
33. Training- = = = = = = = = = = = = 66
34. Achievement = = = = = = = = = = = 65
35. Stabllity = = = = = = = = = = - = 6%
36. Courage = - - - = » = = == = = = 62
37 Versatility = = = = = = = = = - - &1
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Table 32--EMPLOYMENT CHARACTERISTICS PLACED

IN THE ORDER OF THEIR IMPORTANCE
AS POSSIBLE EMPLOYMENT ADVANCE-
MENT FACTORS (Continued)

Order Minimum
of Employment Percentage for
Impor- Characteristics Advancement
tance Expectancy
38. Flexlbility- - = = = = = = = = - - 59
39. Appreciation, sense Of = = = = = = Lo §
40, Moraleg = = = = = = = = = = = = = = 52
41. Creative ability - - = = = = = - - 49
42, Resourcefulnegg= = = = = = = = - - 48
43, Leadership = = = = = = = = = = = = 47
44, Education- = = = = = = = = = = - - 47
45, Student while employed - - - - - - 43
46, Tolerance- - = = = = = = = = =« = = 38
47. Promotional material - - - = - - - 37
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4. These employment characteristics would
be of value to the employer as follows:

& .

b.

To use them as a rating chart when

meking an analysis of prospectilve
employees.

To use them as a rating chart when

checking the progress of employees
on the Jjob.

5. These above are the answers to questions
1, 2, 3, and 4 and the answer to ques-
tion 5 1s set up as follows:

Recommendations for lmprovement of vocational

tralning programs

a-

Improve our socilal and vocational
counseling systems 1n the grade
and secondary schools,

Set up more industrial advisory
comnlttees for the vocational
department and see to it that
they funectlon as advisories.

Improve the general training program
in the grade and secondary schools
to the extent that the subject
matter and work done will be more
directly in line with contemporary
needs of individuals and more
directly allied to industry.

Set up a better functioning program
for student advisement by typing
the advisory system with the parent
organizations, in order that those
who need guldance and counseling
may get 1t through a source which
ls directed by the regular advisor
or teacher in the school.

Improve the vocational training program
in the schoole and make them function
in a way that will parallel the work
the boys 1in the vocatlonal departments
will do when they enter industry.




P

Recommendations for the

This can be done by closer coopera=-
tion with industry and having more
of the work directed by the advisory
committees.

f. Set up a more definite program of
mathematics for all students in the
vocational department.

If industry is to give time or accomplish-
ment credit to graduates of vocational schools
when they enter industry, then the voca-
tional departments must adhere to the
advice offered by the trade advisory com-
mittee. The recommendation is that the
local programs in vocational education
shall follow more closely the advice
given by the trade advisory committees.

If the vocational department is proud of its
accomplishments, it should advertise it-
self--inform industry of the high stan-
dards of the department and the quality
of students being trained.

Develop aptitude tests for measuring
abilities of students. If industry
acknowledges the trends toward aptitude
tests (13) then the vocational school
should be a leader in the field of
employee selection and rating.

improvement of employer-

employee relationships

1.

2.

S

Strengthen personnel manager system by
employing a personnel manager.

Set up application blanks and personal
analysis charts based upon the employ-
ment characteristics compiled from this
study.

Set up employment record cards or rating
charts based upon the employment
characteristics compiled from this study
and use them for rating the daily progress
of the employees.
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4. Require all employess regardless of age to
attend some type of educational 1lnstitu-
tion while employed.

Limitations in carrying out the recommendations
of vocational program

Vocatlonal Educatlion--There are certain

limitations which are bound to exist in every
vocatlonal department, because of the fact that
in most cases vocational departments are under-
manned from the standpoint of supervision and
coordination. The limitations agalinst these
recommendations, therefore, are:

1. Possible inability on the part of the
supervisor to recognize the responsil-
bility which 1s normally his 1n trylng
to tie the vocational program more
closely with industry.

2. Posslble refusal on the part of the Board
of Education to add additional coordi-
nators and supervisors to the local staff
of the vocatlonal education programs.

3. Rigldity of most of the general programs
in the elementary and high schools.
It willl require a great deal of pro-
motion in order to make any changes
which will fit them more closely to
industrial needs.

4., The fact that before any administrator will
allow a vocational program to expand, he
will have to be shown evidence of worth
of present work which will warrant
additional expenditure for a coverage
of a greater territory in vocational train-
ing.




5.

The fact that the average teachers at the

pregent time are too over-burdened with
extra-curricular activities and the
regular duties of the class room work to
allow them to do home visitation or
individual counseling. It will be
necegsary to overcome this difficulty by
finding some additional help for then,

of either the voluntary or salarled type.

Limitations for industrial improvement

1.

2.

3.

Keen competition in industry 1in the past

few years has made 1t necessary among

the smaller plants that every man carry

a heavy burden. The developing of
additional records and individual counsel-
ing 1s going to take a great deal of extra
time on the part of some employees,
whether 1t be the personnel manager,
owner, superintendent, or foreman. The
management will have to conslder the
development of human englneering from

the standpoint of economical gain only.

There 1s a scarcity of the true type of

personnel manager which industry wants
today. There sre no facts 1ln this study
to prove this, but it is an accepted
fact among employers nevertheless.

Employees in industry, having once obtained

a foothold in employment, become more or
less independent and mentally lazy. As a
whole they would object to being told to
attend classes 1in educatlional work.

In some states the Labor Law requires that
an employer shall pay an employee for any
time that he may spend 1n school on the
management's orders. Therefore, if a
training program ls made compulsory in
employment, it may have to be put on
during the regular day schedule, otherwise
the employees will receive extra pay for
evening attendance in educational classes.
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New problems suggested by the results of
thls study

1. To determine dependable aptitude tests
which would:

a. Aid in more adcurate employee place-
ment in industry

b. Encourage more effieclent employee
development by finding potential
abllities in other types of work
within the factory.

2. To determine the economic value of efficient
personal management in small sized organ-
izatlons as a basis for the employment
of a personnel manager.

3. 7To determine the economic galn due to
efflcient vocatlonal education as a basis
for increasing supervisory personnel.

Supervisory personnel is usually a burden
on administrative expense. 1In order to
inerease that fund, there would have to
be a economic justification for the benefit
of the taxpayer and state and local public
school business management.




Chapter V
SUMMARY

The writer 1s located in that part of Califor-
nia which is known as the San Francisco Bay District. It
is a metropolitan area composed of many large industries
of which the metal trades form a large proportion. The
city of Alameda has a large vocational department as well
as the other cities of the Bay District. In working out
the program of vocational education in Alameda, it has
elways been the custom to work very closely with industry.
In working with Industry it has been possible to find a
great many of thelr problems and to reslize that their
problems in so far as employment management is concerned
are practically the same as are pre-employee training
problems.

The problem of rating employees has always been
one of serious nature in this district and one in which
all of the employers are vitally interested. There have
been three types of employees recognized, namely, the
Advanced, the Non-Advanced, and the Separated. The ad-
vanced type of employee refers to that employee who al-
ways seems to get ahead and steadily rises from one pay

roll job to another. The non-advanced type of employee

is the type who for some reason or other never receives
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a promotion. The third or the separated type 1is the
problem case of employee whom the employer is eventually
forced to discharge.

The problem which this study attempts to solve
is to determine fundamental employment characteristics
and to recommend ways in which the loecal vocational
training program may be improved in 1ts efficiency. The
solution of this problem will depend upon the answers to
the following questions:

l. To what extent does industry give time or
accomplishment eredit to graduates of
vocational schools when they enter in-
dustry?

2. Do employers mske a preferable distinction
between vocational graduates and regular
high school graduates?

3. What constitutes recognized employment
characteristics and other assets which
might be used as teaching responsibili-
ties and employment ailds?

4, In what way would these employment char-
acteristics be of value to the employer
when anslyzing a prospective employee
or checking the progress of an employee?

5. What measures or methods may be employed
to improve the efficiency of the voca-
tional program?

In order to work out this study, a conference
group was organized to determine what procedure to fol-
low in collecting these data and to find what those em-
ployers who were intensely interested in employee up-
grading considered the most important employment char-

acteristics. The conference lasted for 27 meetings




during which time certain pertinent data were compiled.
Following the conference, individual interviews were
held with leading employers of the Bay District to get
further information and to develop ways and means of col-
lecting this information.

The methods and procedures as compiled up to
this time were carefully studied with the view of con-
structing devices for gathering informstion. An infor-
mation booklet instead of a questionnaire was used. Ap-
proximately 400 of these booklets were made up and taken
out to 50 employers. The booklets were accompanied by an
instruction book which gave full directions as to how to
rate each of the characteristics provided therein.
Forty-five of the 50 employers returned the booklets com-
pletely filled out. The data gathered were divided into
four divisions as follows:

I. THE CASE HISTORY was for the purpose of
determining the distribution of the employees as to the
industry, who the employment officer was and his effi-
ciency, source from which the employee was chosen or
hired, methods by which the selection was made and the
educational status.

II. PERSONAL CHARACTERISTICS. Having pre-
viously compiled the personal characteristics as gath-
ered from the conference and other literature and rating

cards which the employers had supplied a list of 42
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personal characteristics were set up against which each
employee was rated.

III. REASONS FOR CASE STATUS OR JOB PROGRESS
FACTORS. It was found that every individual either ad-
vances, he stands still or he is discharged for certain
various specific reasons which may be a thing apart from
the personal characteristics or actual employment habits.
Therefore, when the employers had completely analyzed the
employees from the standpoint of personal characteristics
they indicated the reason for the employee's present
status.

IV. EMPLOYER COMMENTS AND SUGGESTED CORRECTIVE
MEASURES. Assuming that the employer had made a complete
diagnosis of the case before him, he should then be ready
to prescribe remedies which, had they been applied to the
particular cases in mind, they might have insured an 1lm-
provement for both the non-advanced and the separated
types of employee. The advanced type of employee, it is
assumed, would not need any corrective method. Howsver,
whatever would be good for the non-advanced and the sepa-
rated types of employee would also be helpful to the best.
The data gathered under these headings were compiled into
charts and tables. The charts, being four in number, are
for graphic presentation of the status of the three types
of employees. The charts are for analytic purposes and

for the purpose of determining what employment charac-

teristics are and for the purpose of answering the five
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questions set up in the problem.

In the final analysis

it was found that employment characteristics were made up

of the 42 personal characteristics (See Table 23) plus

seven job progress factors (See Table 24). These two

tables were compiled into a third table (See Table 32),

and arranged in the order of their minimum percentage for

advancement expectancy, thereby answering question 3 of

this s tu.dy .

with set up in regular order.

1.

Industry as a whole gives only a small de-
gree of credit to graduates of vocational
departments when they enter industry.

Employers as a whole do not make a pref-
erable distinction between vocational
graduates and regular high school gradu-
ates in favor of the vocational graduates.
The study will show that the favor 1s
for the regular high school graduates in-
stead of those coming from the vocational
departments.

Table 32, entitled "Employment Character-
istics™ is the result of the findings
of this study.

These employment characteristics would be
of value to the employer as follows:

a. To use them as a rating chart
when making an analysis of
prospective employees.

b. To use them as a rating chart
when checking the progress
of employees on the job.

In answer to question 5 the following recom-
mendations for improvement of the voca-
tional programs are thus stated:

a. Improving our social and voca-
tional counseling systems in
the grade and secondary schools.

The answer to the five questions are here-




b. Set up more industrial ad-
visory committees for the
vocational department and .
see to 1t that they function
as advisories.

¢. Improve the general training
program in the grade and
secondary schools to the ex-
tent that the subject matter
and work done will be more
directly in line with contem-
porary needs of individuals
and more directly allied to
industry.

d. Set up a better functioning
program for student advise-
ment by tying the advisory
systems with the parent or-
ganizations in order that
those who need guidance and
counseling may get it through
a source which is directed by
the regular advisor or teacher
in the school. :

e. Improve the vocational train-
ing programs in the schools
and make them function in a
way which will parallel the
work the boys in the voca-
tional departments will do
when they enter industry.
This can be done by closer
cooperation with industry
and by heaving more of the
work directed by the advis-
ory committees.

f. Set up a more definite pro-
gram of mathematics for all
students in the vocational
department.
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Appendix A
INSTRUCTION BOOK

PREFACE

The different standards of rating employees
makes it seem advisable to establish some sort of rating
scheme which could be accepted and used both by industry
and by vocational schools. BSuch a rating scheme would
be of very material help to vocational departments in
both vocationidl guidance and vocationsl tralining.

It is hoped that the material set forth in
this phamplet may render a resl service not only to
personnel managers and employers, but also to those of
us who are engaged in the business of training young men
for employment.

INSTRUCTIONS FOR FILLING OUT
DATA SHEETS FOR EMPLOYEE STUDY

INSTRUCTIONS = PAGE 1

EMPLOYER NO. - Leave blank.

INDUSTRY - The employer should check here the type of
work engaged in.

EMPLOYVMENT OFFICER - Who 1s the employment officer?

CASE CLASSIFICATION - What is the present status of the
case? Has he been advanced? Is he still in the same
position? Have hig services been discontinued?

PRESENT JOB CLASSIFICATION =~ What 1s the employee doing
now if he is still in your employ?

CASE STATUS - What 1is the present status of the employee,
if you know? Also check age as of date according to
your records.

EMPLOYER SELECTION METHOD - This is an attempt to attain
your method of selection.




SOURCE OF EMPLOYEE - How did you get the employee in the

INSTRUCTIONS - PAGE 2

first place?
INDICATE NUMBER OF FREVIOUS EMPILOYERS - Check as many of

these items as you can with regard to the employee,
his apprenticeship, intelligence, education, etc.

12
14.
15.

16,

17.

18,

20.

21,

22
23.
24,

26'

27.

INSTRUCTIONS - PAGE 3

PERSONAL CHARACTERISTICS - How does he impress you
personally?

COOPERATION - How does he seem to get along with
others? Is he & helper, etc.?

AVBITION -~ Excess ambition may be the cause of one
losing his job. He may have ambitions over his
head for someone else's job, or he may have the
required amount of ambition for the type of job
you want.

INITIATIVE = Having over-initiative may cost one
his job. It 1s true he may be a self-starter, but
he may forget to turn off the power and overdo the
Job or do the wrong thing.

PUNCTUALITY - Is he regularly on the jJob and ready
to work at the stated time as per the employer-
employee agreement?

APPLICATION - Does he give the appearance that he is
doing the job because he is interested or is he
Just looking for Baturday night and a paycheck?

PROGRESS - Progress has to do with his industrial
achievement and other personal characteristics
which might go in a summary as indicated.

COURTEQUS - Even in a job, courtesy may be a factor
that causes you to respect an employee above all
others.

INSTRUCTIONS - PAGE 4

ENERGETIC - Refers to application and is really a
double check,

TACTFUL - Does he say the wrong thing zt the wrong
time, or does he use good judgment?

LEADERSHIP QUALITIES - Does he possess the type of
leadershlip qualities which will make him possible
leadership material for your factory?

STABILITY - JOB - Does he have the "stick-to-it-
ness” and dependability which a job requires?
CAPABILITY ON JOB - Can he "cut the buck"?
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29-

30.
31

Hes

34.
36.

38.
40,
41,
42,

43,

INSTRUGTIONS - PAGE 4 (continued)

ADAPTABILITY TO JOB -~ He may be a hard worker, but
he may.be a round peg in a square hole,

ADAPTABILITY TO JOB ENVIRONMENT - He may be able to
work in = snop with a polished floor and wear a
white collgr, but how does he fit your shop?

THORQUGHNESS ON JOB - Are his jobs always complete
according to your specifications?

FLEXIBILITY - Can you move him from one station to
the other with ease?

INSTRUCTIONS = PAGE 5

CREATIVE ABILITY = Does he see beyond the drawlng
on the blueprint?

OCCUPATIONAL VERSATILITY - Easy to turn from one
occupation to another?

SPEED ~ PRODUCTION - Self—explanatory.

ACCURACY Ol JOB - Can he be demended upon for the
tolerances allowed?
RELIABILITY - This means the same as dependability.
Will he zlways be on the job when you want him?
JOB JUDGMENT -~ Can you depend upon his judgment for
what may be determined a good Jjob?

SOCIAL JUDGMENT - How about his companions and his
activities after working hours?

JOB.CONDUCT - Self-explanatory,

SOCIAL CONDUCT - Ability to get along with other
employees during or after working hours.

INSTRUCTIONS - PAGE 6

DISPOSITION - Self=-explanatory.

THRIFT - Does he take an interest in your equipment
" and materials?

PRODUCT, QUALITY - Self-explanatory.

PRODUCTICN, QUANTITY - What 1s his percentage of

FINANCIAL - What is his financial status to your

production as agalnst your expectations?

JOB INTEREST = This refers to his job and employ-
ment satisfaction.

STUDENT WHILE EMPIOYED - Does he do things that lead
you to believe he is a.real student?

FANILY RELATIONS - Some of these may be the cause of
his downfall.

knowledge?
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56%
58.
59.

60.

62.
65.

o7.

ELs
T2

INSTRUCTIONS - PAGE 7

PHYSICAL - Self-explanatory.

COURAGE - Self-explanatory.

MORALE - Your generel impression while he is on the
Job and at home.

HONESTY - YOUR ESTIMATE - As honesty is an inde-
Tfinite quantity, let us consider the employee on
the basis of his factory responsibility while
under your employment.

PROMOTIONAL MATERIAL - Is he or is he not?

APTRECIATION - Does he appreciate what you or others
do for him, and does he continue to show apprecia-
tion?

JOB ORDERLINESS - Does he clean up his bench and
machine? Does he leave the stock in good con-
dition? -

NEATNESS, PERSONAL - Self-explanatory.

OBSERVING - Would he notice corrections to be made
on a blueprint before stock was actually used on
job?

INSTRUCTIONS - PAGE 8 and 9

PERSONAL PROGRESS HISTORY:

Using the present status of the case as a

gulde, check those items you feel have contributed to
his separation - non-advancement - or advancement.

INSTRUCTIONS - PAGES 10 and 11

These pages are for the agsistance of voca-

tional departments where training is being carried on.
Will you please check this very carefully, as your
opinion is vital in the setting up of vocational courses?

"THANK You"
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efficlent system of:

8.
b.
c.

Employee rating book page 1

Appendix B
EMPLOYEE RATING BOOK

The purpose of this study is to develop a more

Employment selection

Employee rating

Employee training

Pre-employment trade training
Pre-employment counciling and guidance
Pre-employment soclal development
Pre-employment educstional development

The study considers three groups of individuals:
Separated from service

Non-advanced in service
Advanced within or out of service

3" CASE No. . '] * - - - .
1- EMPLOYER NO. . . . . .

2- INDUSTRY (Type) Please check.

EMPLOYMENT OFFICER

a~Fabrication
b-Assembly
c-Manufacturing
d-Heavy Metals
e-Precision Tools
f-Technical Equip.
g-Transportation
h-Communication
i-Power
j-Construction
k-Service

l"- . . . ] . . . .

o S P P —, T T P S~ g~ — —
Nt et M N B N N N N W N’ N

a-Owner e




b-Superintendent
c-Personnel Manager
d-Foreman

B8 - tio it . . » . . . . .

N Sl N S S

f"- e * = e e s @ .

11- CASE CLASSIFICATION

Advanced (
Non-Advanced (
Separated (

S S N

7- PRESENT JOB CLASSIFICATION

CASE STATUS DATE .\ & o o 4

a-Employed

b-On Relief

c-On Work Project
d-Retired
e-Deceased

f-Age
EMPLOYEE-SELECTION METHOD

B S N S N N

a-Oral interview only (
b-Trade Test, written (
¢c-Trade Test, applied (
d-Aptitude Test (
e-Other tests (
f-Link and Keeler Test(

Tt S N S N St

Employee rating book page 2
SOURCE OF EMPLOYEE

a-Other Employer

b-Trade Publication

c-Newspaper Advertisement

d-Private Employment Service

e-State Employment Service

f-Private Trade School

g-Public Trade School

h-High School Vocational Department
i-Recommendation of Company Official
j-Recommendation of Company Employee
k-Personal application

1-- . . ) . . s = @ . . TR R L] . L] .

e
I
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INDICATE NUMBER OF PREVIOUS EMPLOYERS
10- APPRENTICESHIP
Trade U
a-Served with prior employer
Bow lometlL . SNty el

b-Served in your employ
How 10ng ? . L L L] . . L L

OElHers ) Ll e f o o L s

Industrial Clerk

P T . e T,

c-None
INTELLIGENCE
Bhigh* ) o0 Medium [ i) Low (
EDUCATICN
Grade school:
i, e R L R
High school:
9, 10, X1, 12
COURSES ELECTED:
Vocational {0 Commercial (
Pre-College ( General (
.College, 1, 2, 3, 4
DOEYOOS, « ' v w'v % o n e e
Majora L ] . - L] . L] - L] . . . .
when - . - . L] - . [ ] - - - L]
TRADE SCHOOL COURSE AND LENGTH OF ATTENDANCE:
Years When
Auto - g . - . L] . - . L] Ll . - - - . . - L] -
cabinet » L Ll - L - - L - L L - . L] - L]
Elect’ric L 2 - L [ ] . L] L L 2 . - L ] L2 ‘. - - L
Machine - L] - L ] - - L] - L] - L . - - L . .
Radio -L . L] L] L] L] . . L L . Ll - - ‘I . L
Sheet Metal . . « « . . s o Rl .
welding - . L] . - . . . . . . L] L] . .

None . L] - - . L] L] - . . .

e @ - - .
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{Employee rating book page 3
PERSONAL CHARACTERISTICS

Please check one or more in each numbered item:

12- Personality
Aggressive ( ) Dynamic ( ) Congenial ( )
Phlegmatic ( ) Negative (

14- Cooperation
Unspa?ing ( ) satisfactory ( ) Indifferent ( )
Poor

15~ Ambition
Strong ( ) Fair ( ) Weak ( ) Lacking ( )
Over Developed ( )

16- Initiative
Strong ( ) Fair ( ) Weak ( ) Lacking ( )
Over ) Self-starting (

17- Punctuality - Job Station:
Yes ( ) No (

18- Application
Energetic ( ) Steady ( ) Flighty ( ) Lazy ( )

20- Progress
Superior ( ) Average ( ) Slow ( ) None ( )

21- Courteous
Yes () No ( )

Employee rating book paze 4
PERSONAL CHARACTERISTICS (continued)

22~ Energetic
Yes ( ) No ()

23- Tactful
Yes ( ) No ( )

24- Leadership Qualities
Determined ( ) Decisive ( ) Resolute ( )
Persistent ( ) Organizing Ability ( )

26- Stability, Job
Constant ( ) Variable ( ) Lacking ( )
Impulsive ( )
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27~ Capability on Job
Has ( ) Has Not ( )

28- Adaptability to job
Yea ( ) ¥o ( )

29- Adaptabllity to job environment
Yes ( ) No (

30- Thoroughness on Job
Excellent ( ) Good ( ) Slipshod ( )
Neglectful ( )

31- Flexibillity--Easily adapted to new situations
Yes ( ) No (

Employee rating book page S

PERSONAL CHARACTERISTICS (continued)

32- Creative Ability
Of value to industry ( ) Employees ( )
Consumer (

33- Occupational Versatility
Has ( ) Has not ( )

34- Speed--Procduction
Rapid ( ) Moderate ( ) Sluggish ( )

36- Accuracy on Job
Yes | No ( )

38- Reliability

Exceptional ( ) Responsible ( ) Irregular ( )

Unreliable ( )

40- Judgment, %°b
Superior ) Reliable ( ) Questionable ( )
Defective (

41- Judgment, social
Superior ( ) Dependable ( ) Poor ( )

42- Conduct, job
Irreproachable ( ) Honorable ( ) Mind own

business ( ) Troublesome ( ) Dishonorable ( )

43- Conduct, social
Irreproachable ( ) Honorable ( )
Troublesome ( ) Dishonorable ( )
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PERSONAL CHARACTERISTICS (continued)
44

Disposition
Cheery ( ) Even ( ) Disagreeable ( )
Quarrelsome ( ) Patient ( ) Flighty ( )
Moody ( )

45- Thrift--(Employer's materials and equipment)
Conservative ( ) Wasteful (

46- Product, quality
High-grade ( ) Marketable ( ) Passable ( )
Discard (

48- Production, quantity
High ( ) Medium ( ) Low ( )

50- Job interest
Enthusiastic ( ) Average ( ) Low ( ) None ( )
Clock-watcher (

53~ Student while employed
Night school ( ? Correspondence school ( )
Seeks new ideas (

54- Family relations
Excellent ( ) Satisfactory ( ) Indifferent ( )
Neglectful ( ) Married ( % Single ( )
Divorced ( ) Widower ( )

55- Financial
Sound ( ) Insecure ( ) Extravagant ( )

Employee rating book page 7
PERSONAL CHARACTERISTICS (continued)

56- Physical
Bxcellent ( ) Goed ( ) Fair ( ) Poor ( )

58- Coursge
Extrovert ( ) Introvert ( ) Stamina: High ( )
Low (
59~ Morale

Excellent ( ) Fair ( ) Poor ( )




fara .
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60~ Honesty-~-Your estimate

a- Loyalty tO fiI’m % . . . . l—:—l . . . .
B MenEhEnd 08 S el e e e w i ae e e e
c- Falsify company's records . . « « « « .
d- Can be trusted with com-

PADY' S PYOPErEY s s o & s e et e e

62- Promotional Material
Yes ( ) No ( )

65~ Appreciation _
Sense oft Yes () No ( )

67- Job Orderliness
Yes ( ) No ( )

71- Neatness, personal
Yes () No (')

72- Observing
Yes () No ()

Employee rating book page 8
PERSONAL PROGRESS HISTORY
( ) Separation )

( ) Non-Advencement ) due to:
( ) Advencement

63- ( ) Business ( ) Lack of ( ) Increase
64- ( 9 Opportunity ( ) Lack of

66~ ( ) Training ( ) Lack of

68- ( ) Achievement ( ) Lack of

69- ( ¥ Skill ( ) Lack of

70- ( ) Education ( ) Lack of

74- ( ) Job ereated

76- ( ) Coercion

78- ( ) Resourcefulness ( ) Lack of

79- ( ) Over confidence

80- ( ) Misfit

8l- ( ) Hobbies overdeveloped

82- ( ) Agitator

84- ( ) Personal difference

85- ( ) Outside Interests--overdeveloped
86- ( ) Indifference

87- ( ) Ego overdeveloped

88~ ( ) Slipshod

90- ( ) Sluggish




92- ( ) Carelessness--ghbsent minded
93- ( ) Carelessness--mindful

Employee rating book page 9

PERSONAL PROGRESS HISTORY (continued)

94~ ( ) Slowness--general
96- ( ) Insubordination
98- ( ) Absenteeism
100- ( ) Trouble-maker
102- ( ) Drinking
104- ( ) Violation of rules
106- ( ) Misconduct
108- ( ) Dishonesty
110- ( ) Loafing
111- ( ) Dissatisfaction, job
112- ( ) Dissatisfaction, environment
113- ( ) Tolerance ( ) Lack of
114- ( ) Lateness, habitual
116~ ( ) Ability to follow instructions ( ) Leck of
i ool R T RS ISl 40 S,
120- ( ) . @ ¢ = e« ® &« o ®
122"’ ( ) . . : . OB NS R
124- ( ) & g e e gl e e e e e

Employee rating book page 10

EMPLOYER COMMENTS AND SUGGESTED CORRECTIVE MEASURES
Separated ( ) Non-Advancement ( )
Employment Officer:

Your comments and suggestive corrective
measures relative to this case are of great value in
the final analysis and summary, viz:

l. Improved method of training in high school
vocational departments in such subjects as:
Mathematics ( ) Mechanical drawing ( )
Science ( ) English ()) Sl atrs: Uyl ugy K

- - L - L] . - - L -

2. Improved method of general training 1n grade
and secondary schools.

3. More intense vocational and social counciling
in grade and secondary schools.

4, An improved system of vocational and social
counciling maintained within the plant.
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{<o

S.
6.
T
8.

9.
10,
11,
12.
13.
14,

1s5.

Closer cooperation between school and home.
Closer cooperation between employer and home.
Closer cooperation between employer and school.

More influential individuals taking a personal
interest in him.

Required to continue education while employed.
More selective employment methods.

Improved method of vocational student selection.
Consulted physician.

Consulted psychiatrist.

Other reasons

Comments

ADVANCEMENT ( )

Your evaluation of this employee, if not in

the trades, who has made outstanding progress:




Appendix C
CONFERENCE GROUP OF EMPLOYERS

Mr. Emil Kudrna, manager, J. C. Penney Store, Alameda,
California '

Vr. Jay Wynestock, merchant tailor, Jay Wynestock Tailor,
Oakland, California

Mr. W. A, Munson, assistant personnel manager, Mont-
gomery Ward and Company, Oakland, California

Mr. Winfield P. Rue, district manager, Field-Ernst
Envelope Company, San Francisco, California

Mr, Harry Dull, vice-president, DMoore Machinery Com-
pany, San Francisco, California

Mr. A. P. Bareilles, secretary and assistant manager,
Alameda Steam Laundry, Alameda, California

Mr. Dennis Cronin, assistant ckshier, Bank of America,
Alameda, California

Mr, Cliff Levo, asslstant credit manager, Hills Bros.,
Coffee Company, San Francisco, California

Mr. A. B. Moffitt, sales manager, Associated 0il @om-
pany, Alameda, California




Appendix D

EMPLOYERS WHOSE SUGGESTIONS WERE FOLLOWED IN SETTING UP
MECHANICAL METHODS FOR GATHERING DATA

F. B. Drake, president, Johnson Gear Works, Berkeley,
California

Horace Phillips, plant superintendent, Link Belt Com=-
pany, San Francisco, California

Williem G. Paden, superintendent, Alameda City Schools,
Atameda, California

Percy Williams, superintendent, Nordstrom Valve Company,
Oakland, California

J. M. Fitzgerald, superintendent, Atlas Imperial Deisel
Engine Company, Oakland, California

E. L. Oliver, vice-president, Oliver United Filters
Company, Oskland, California

Dr. Davidson, personnel manager, Hall-Scott Motor Com-
pany, Oakland California

Mr . MacNabb, general manager, E.K. Wood Lumber Company,
Oakland, California

S. Edwards, general manager, Industrial Steel Treating
Company, Oakland, California




SOURCE

As of

July 24 1p40

' FROM WHICH EMPLOYEE
WERE OBTAINED

|
100 Advanced=—100 NoneAdvanced=—100 Separated

RATINGS

EMP. HRS,

- Ve TYPE OF EMPLOYMENT [NO. Cﬁis S mt.gmé;ﬁé RATING  |TOTAL
i INDUSTRY OFFICER  [SEP. [Apv. |ADV. DATA __EM Mo (it
I 0 A O o T oL e i 1 S R « | S0 P I R B T
! | Ingust Steel Treating Co |Service (Technical) |Owner 2.1 |1 4| 6.00 .| 100 7.00
2 | Borrman Steel Co Heavy Metal (Sales) | Supt 2 SR [ KL 23| 4.2 A5 5.15
' 3| 5.7.Bay Atrarome Transportation Supt 111 41 | i s +45... 1 Ba1B
| 4| oW Maxwedel Co Metals (Sales) Owneremahoger 1 |1 1 3 4.30 45 5.15
' Little Giant Machine Co Assembly (Wash Mach)| Owmer 3.]2 1 4 6.00 1.00 7.00
!6 Snider Bros Garage Service (Mechanical)| Owner 3 g 3 | 4.30 46 . | B8
| T | Baker Meg Co Mamifacturing Owner. 3|2 |2 7 | 10.30 1.45 12,15
| B | E.K,Hood Lumber Co Mamufpcturing Managerw| personnel 3. |3 .| 3 8 | 12,00 2.00 14,00
9 | Unton Diesel Engine Co. | Heavy~ Metal Mfg. |Personnel Manager| 2 |2 | 2 6 | 9.00 1.30 10.30
10| Joo Eaney's Serv. Station |Auto Service ~_ |Owner . |0 |1 |@ ;G S R, AR . L A T
11| Alaneda Bd. of Bd. Eaucation Superintpndent Fol b 3 | 4.30 . .45 5.15
12| Merco-Nordstrom Valve Co. | Heavy Metal Mfg. ror-mg. Managerl 3 |3 | 3 9 | 13.30 2.15 15.45
515 Western Electric Manufacturing Personns]l Manager| 7 | 6 5 18 | 27.00 4,30 31.30
i“ Earl Plerson Auto Service (Mech) | Owner ala |a 6 | 9.00 1.30 10,30
15| Standard stations, Auto Service Personne]l Manager) © (B | 2 | 16 | 24,00 | 4.00 28,00
1'5 Ganeral Elactric Co. Manufacturing Personnel Manager| 9 | 7 8 24 | 36.00 6£.00 42,00
17| estinghouse Blectric Assembly Personnel Manager 4 |2 | 3 | 10 | 1s.00 2,30 17,20
18| Boyre M. Co. : Manufacturing Personnel Managerl 4 |3 | 3 | 10 | 18.00 2.30 17.30
19| california Wire Cloth Manufacturing . Superintendent oz |3 6 | 9.00 1.30 . | 10.30
20| Government Island | Fabrication & Assem. Personnel Managerl 4 |4 | 4 | 12 | 18,00 | z.00  |21.00
2 Victor Equipment Co. Manufacturing Superintendent 3|3 3 9 | 13.30 2.15 15.45
22| Bowman Alr Service Transportation Owner 3|1 |1 8 .30 1.18 8.45
23| Bothlenem Steel Co. Pabrication Superintendent | 2|1 | 1| 4| 6.00 1.00 7.00
\M Forster Plumbing. Construction . Ownsr | o2 |0 2 3,00 +30 3.30
25| park Strest Garage . Auto Serv. Mech. | Owner | itz 3| 420 48 5.15
| pacific Gas & Blectric | Service mpori.nl‘onhnt TG 1| 1.3 avel ol 1.8
27| o1iver Filters, Inc., = | Heavy Metals . Personndl Manages 2|2 | 3 7 | 10.30 /.48 12.15
| wnite Bros. Hardwood Co. | Manufacturing Superintendent | 3 |3 | 4 | 10 |18.00 2.30  [17.30
2 Chevrolet Motor Co.. Assendly Personndl Manager 6 | 6 6 18 | 27.00 4.30 31.30
| Oaxland Atr Port .| Transportation | Superinfendent | 2|3 | 4 | o |1a30 | 2.8  |15.45
3{ Jomnson. Gear Company Manufacturing Superintendent | 1 |3 | 3| 7 |10.30 1.45 | [12.15
32| gagt Bay Utility Service Superintendent | 2|23 | 2| 7 |10.30 1.45 . |12.15
3| Mana Mfg. Co.. Manufacturing Owner | o| 3 3 6 | 9.00 1.30 10.30
3| Dept. of Adult Bducation | Béucation Directot 0|17 17 | 26,30 | 4.18 29,45
35| Eall-Scott Motor Car Co. | Mamufacturing Personngl Managet 3. | 0 | 6 9| 13.30 2.16 . |15.45
:‘: :::: r::‘:l: Anto Service Ovaer 2.|.0la 5 | 7.30 115 | 8.5
€. Co. | Manufacturing Owner 3 0 |1 4 6.00 1.00 7.00
: Iink Belt Company Mamifacturing: Superinkendent | 2 | 0 [0 2 | 3.00 .30 3.30
s Municipal Elec, Lite Plant Service. . Dept. Mhnager | 1 | 0 |4 5 | 7.30 1.15 8.45
A"mﬁhm— ----------- | Manufacturing | Superintendent | 1 | o |o | 1| 1.30 | .15 | 1.45
o 3 ‘: :utlu Co. Heavy metal Mfg. Personnpl Manager 1. | 0 | o 1 1.30 .15 1.45
8 4;1.,. mm::::, A :mfnc,tuﬂu Superintendent | 1 | 0 [0 1 1.30 a8 1.45
44| 3011 vaca ke m::?smtﬂ Mfg. Superi L"d“t 2| o|o0 2 | 3.00 .30 3.30
45 ervice Owner | 3 0.2 3 4,30 .45 5.15
¥ Exployer No. 35 Assembly Owner | o o lis 6 | 9.00 1.30 10,30
100 | 100/100 | 300 |450.00 [75.00 .00




10.

11l.

12.

13.

14.
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ANNOTATED REFERENCES

Allen, Charles R. The Foreman and his job. New York,
Lippineott eompany, 1921. 6526 p.

Leadership Ability pp. 297-309
"Ability to get the team behind him." p. 297
Job Interest p. 299 ,
Responsibilities (assumption of) p. 381
Morale p. 304 "State of Mind"
"Good or poor morale can only be recognized by
the way that 'it comes out in the wash.'" p. 307
"Leadership is a managerial quality that everybody
‘knowe when they see it, but that it ls hard to
define."
1. Ability to plan ahead.
2. Ability to get right men to work for them and
can keep them.
3. They always seem to have natural followers.
Interest p. 315 "An interested man is 'alive on
the Jeb'™ ip. 315
Cooperation. p. 383
"Helping the other fellow out when we do not
have to." p. 383
"The greater the cooperation, the lower the costs
of plant operation." p. 392
"Ability to follow orders."
Means one's ability to clearly understand the
intent of the order and then to use his head to
advantage and not "obeying orders and breaking
owners." p. 410
Carelessness (or apparent absent-mindedness) p. 439
"Doing the wrong thing or not doing the right
thing." p. 441

Bingham, Walter Van Dyke, and Moore, Bruce Victor. How
to interview. New York, Harper & brothers,
1931. 320 p.

The value of interview in industry, social work,
employment.
Part I:: Its uses, techniques, and dependability.
Part II: Researches in the use of interviews for
industrial faet find.




109

Carlton, Frank Tracy. Labor problems. New York, D. C.
Heath & company, 1933. 458 p.

Sclentific management and labor problems and
treats with human engineering and industrial peace.

"Personnel work is an integral and inseparable
part of management interwoven into all of the ef-
forts and activities of the production and sales
departments and the offices." p. 279
(LLeadership in Industry)

"A leader should have confidence in himself,
should know what he wants and how to get what he
wishes." p. 288
Morale--"He is a morale builder." p. 288

Church, Alexander Hamilton. The making of an executive.
New York, D. Appleton & company, 1923. 457 p.

The personnel-relations side of management,
interwoven with the making of an executive, new
tools of management; the relation of the executive
to different departments under his control.

Cushman, Frank. Training procedure. New York, John
Wiley & sons, 1939. 230 p.

Deals with the training of personnel. The author
analyzes tralning programs in industrial business
and public service orgenizations, and sets up ef-
ficient plans for training activities in every day
practice.

Cushman, Frank. Foremanship and supervision. ©Second
Edition. New York, John Wiley & sons, 1927.
238 p.

A handbook for foremen, conference leaders, and
supervisors of vocational education.

Davis, Ralph C. Industrial organization and management.
New York, Harper and brothers, 1940. 636 p.

Deals especially with subject of morale building
and employee education and training.
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Greene, James H. Organized training in business. New
York, Harper & brothers, 1928. 350 p.

A manual of industrial training. It covers
development, administration and operation of train-
ing programs presenting a complete program of
training from executive to stock boy. Alsc deals
with training the "trainor".

Hall, Patricia and Locke, H. W. Incentives and content-
ment. New York, Sir Isaac Pitman & sons, 1938.
190 p.

A study to determine what incentives employees
respond to and what incentives lead to greatest
contentment. It deals with ways and means of
handling employees' grievances and ways of dealing
with employees suffering from psychological malad-
Justment.

Hollingsworth, Harry Levi. Judging human character.
New York, D. Appleton company, 1923. 268 p.

Offers a general and non-technical survey of the
principal methods relied on in judging human traits.

Hoving, Walter. Your career in business. New York,
Duell, Sloan & Pearce, 1940. 211 p.

(How to get a job)

"Some people are 1ntelligent in one direction
and .some in another." p. 38

"Don't be afraid to be an introvert." p. 91

"The Square Peg." p. 117 (Foreman and his
Jjob, Lippincott company, p. 347)

A good, readable book on how to analyze one's
gelf in terms of personal traits and character-
istics which may or may not be goocd employment
habits.

Hoxle, Robert F. ©Scientific management and labor. New
York, D. Appleton & company, 1918. 302 p.

An analysis of scientific metheds pro and con
and their possible influence upon labor.

(Very complete is the list of questions asked
for in the analysis--the effects of sclentifilc
management.)




Jones, Arthur J. Princlples of guidance. New York,
McGraw-Hill bock company, 1934. 439 p.

"Personnel service in education." Guidance in
the secondary schools. The fundamental principles
underlying the movement. Designed to meet the needs
of the worker on whom the responsibility of guidance
rests.

Schell, Erwin H. and Gillmore, Frank F. Manual for exec-
utives and foremen. New York, McGraw-Hill book
company, 1938. 185 p.

With other plant control methods this book deals
with effective ways of revealing opportunities for
improving plant operations and employee attitudes.

Scott, Walter D. and Clothier, R. C. Personnel manage-
ment. Chicago, A. W. Shaw company, 1925.
647 p.

An outline of principles of personnel adjustment
in industry by the president of Northwestern Univer-
sity, including principles, practices and points of
view.

Hoopingarner, Dwight L. The Management of labor. New
York, A. W. Shaw company, 1927. (Shaw plant
and shop management library, v. 5) 138 p.

Personal Analysis:
"Personal analysis has two objectives--
1. "To determine the workers' proficiency or
qualifications for work.
"To determine the workers' requirements,
or what he has a right to ce¢laim from the
job.." p. B

2.

Shepard, Jean L. Human nature at work. New York, Harper
and brothers, 1939. 219 p.

Case studies in personnel work in industry and
business. Gives special attention to individual
employee adjustment. Dlscusges the hiring inter-
view, security, recognition, ambition and personnel
training for executives.
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Strang, Ruth M. Personal development and guidance 1in
college and secondary schools. Vol. I. New
York, Harper and brothers, 1934. 341 p.

The first volume--results of investigations re-
lating to personnel work for use of specialists in
work with individuals.

Tead, Ordway and Metcalf. Personnel administration; Its
principles and practices. New York, McCGraw-
Hill book company, 1933. 538 p.

Purposes to set forth principles and the best
prevailing practice in the field of the administra-
tion of human relations in indusiry. :
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PERSONNEL MANAGEMENT READING REFERENCES

Allen, Charles R. and Tiemann, Harry A., Managing
minds. New York, The Century company, 1932. P. 286,

Allen, Charles R., The Foreman and hig job. Phila-
delphia, J. B. Lippincott company, 1932. P. 326.

Baridon and Loomis, Personnel problems. New York,
McGraw-Hill book company, 1931. P. 452.

Bruere, Henry and Pugh, Grace, Profitable personnel
practice. New York, Harper & brothers, 1929. P. 45%4,

Cralg and Charters, Personnel leadership in industry.
New York, McGraw-Hill book company, 1925. P. 245.

Cushman, Frank, Foremanshlp and supervision. New
York, John Wiley & sons, Ine., 1927. P. 238.

Hackett, J. D., Labor management. New York, D.
Appleton and company, 1929. P. 681

Scott-Clothier and Mathewson, Personnel management.
New York, McGraw-Hill book company, 1931. P. 583.

Tead, Ordway, Human nature and management. New York,
MecGraw-Hill bock company, 19353. P. 338.
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