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Explanations The following is a composite summary of the salient points
discussed by the six conference groups in their sessions on the above
subjects This digest has been prepared by the conference leader at the
sugcestion of several of the conferees, in order to zive everyone the
benefit of the points brousht out in meetinzs other then their own. The
summery follows the same pattern as used in the outline shown on Pajes
17-12 of the Institute Ilenuel. Direct quotations from the outline are
underlined.

I. GENERAL OBJECTIVES OF A PERSONNEL RELATIONS FROGRAM

Ao Definition of Personnel Relations

l, Personnel Relations is defined to ineclude all phases of
humen releationships within a2 business or industrial
orgenization., They include reletions between menczement
and employees, reletions emong employees end relations
amony menagement peonle,

2. "Personnel leletions is that phase of menarzement which
deals with the effective control end use of menpover
as distinguished from other sources of power, The methods,
tocls end techniques desisned and utilized to secure the
enthusiastic perticipation of lebor represent the subject
matter for study in nersonnel administration." (Dale Yoder)

3¢ The term "persornel reletions" is used in preference to
such other designations as Lebor Relations, Industrial
Reletions, Human Relations, Employment Relations, etc.,
because-(1) it hes rore common usare and (2) the conno-
tation of the term is more accurate. In one group it
was suggested that e definite effort be mede to standard-
ize on this terminology. ost groups favored the ternm
"Fersonnel Relations” or"Personnel Administration".
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B. Recognition of Need for a Fersonnsl Relations Erogram

1.

2.

3e

No pro~ram cen be effective unless it is desi~nated to
fill a reco~nized need. It is therefore important to
consider the necessity for a specielized personnel
relations function in business today.

2+ Good personnel relations pay in dollars and cents.

be Intelli-ent handling of peonle is important for
social reasons. The humen element cen no loncer
be tallen for cranted.

ce. No program can be executed effectively unless it
is well plenred and the responsibilities are
nroperly pleced.

Good personnel reletions sravitate from the top down. The
need must first be recornized at the hi~hest mana-ement
level if & progrem is to be effective.

o personrel reletions program is on sound footin~ if it is
established for any of the followin~ reasons: (e) because
other comnanies do it, (b) because we ere tryinz to find

a job for someone who cdoesn't fit enywhere else, (c)
because we mant to "shelter" our employees, (d) because we
want to keep out a union or want to promote a sharp bargain
with a union, ‘

NOTE: ‘“Thile the last point ebove should be recognized
it is a fact that a sound nersonnel relations
prosrem will often eliminate some of the urce
emnloyees have to met outside representation;
or where o union elready is the barcainin-s arent,
such a prorram should promote better union-
mana~ement relations.

Basic Objectives of a Personnel Relations Program

Business is a means to an end; not an end in itself. Tach
individual business or industry exists to serve society in
two ways:

a8+ To promote the interests and well-bein~ of society
by providing mood products or services in ever in-
creesing emounts end et reducin~ costs.

b. To promote the interests end well-being of society
by providins its own particirants (emrloyees) with
an edequete means of livlihood and a satisfying work
exnerience,

NOTE: It is axiometic thet adequate incentive
to manejement and investors is essential
to accomplish the above results on a
nermanently satisfectory basis,
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Recognition of the above functions of business or industry
leads to the two basic objectives of a nersonnel reletions
nrogramn in any orcenization:

ae To fecilitete the economic function of business by
helpin: to produce a better nroduct or service ct o
lower cost throu~h effective use of human resources.

be To £ssist in nrovidin-~ a comrletely satisfvin~ work
exnerience for those who are ective narticipants in
the enternrise.

Referriny to 2a ebove, a sound nersonnel reletions program
involved certrin direct responsibilities which assist in
improved quelity end quentity rnd lowered costs,

e+ Tmployins the ri~ht neonle for the richt jobs,

be Lssisting in troinin- to the extent that hi-h
rroductivity will be reached in the shortest
nossible time.

ce elpins nrevent westes wiich come from excessive
ebsenteeism, hish labor turuover, ineffactive
placerent or use of neonle,

de Fromotin~y interest in worl, high morale, mutuality
of understending end interests between mana~zement
end employees.

6. Objeclive hondling of problems cnd grievances.

‘Exnandiny on 2b ebove, effective necrsonnel adninistration
helps to intc-rrte the fundementesl nersonsl desires of
irdivicual enmplovees with the over-all nro~ram of the
orwenization. Such personel desires which employees seel
from their work reletionship and some methods which
employers use to satisfy therm are:

2. Desire for security - throurh stebilizetion of
employient, sound senioritv provisions, insurance
ezeinst hazards of siclmess end old are, etec,

b. Desire for recosnition as an individuval - by
constantly disnifyin- the individuel, training
sunervision on ef{sctive nandlin~ of people,
cereful records of individuval qualifications and
perfor-cnce, nersonal coasiderction in emplovent,
treinin;, ungrading, ctec.

¢. Desire “or rronotion on basis of merit - by
established upsrading nrocedures wiich minimize
favoritism end arbitrary decisions, by careful
ettention to abilities, by encours~ing nrepara-
tion for better jobs.
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de Desire to be o pert of a teem « throush dissemination
of information, eskinm for sugrestions, promoting
esprit-cde=-corps.

6. Desire for ~ood leadership - by careful selection
end treinins of menagement personnel, Promoting
confidence in and respect for such leaders.,

fo¢ Desire for decent wazes, hours end workins conditions =~
by constently beins alert to providing the best
possible terms of employment within the economic
nossibilities of the employer, Ler~itimate improve-
ments should be made constently and before they have
to be demendsl by workers,

5¢ Gareful examination of the two basic objectives disclose
the faet thet thoy comnliment each other in a very definite
waye Eramnle: Proper nlacement and training of employsees
not only results in lower costs and better production but
alsc promotes employee satisfection, Promoting employment
stabilization often provides, in addition to emplo;ee
satisfection, lower costs end ~reater profits,.

De Importance of Expanding Besic Objectives into Well-Defined Policies

l. The employer-employee relationship can be catalogued into
several well-defined divisions, each coverins z specific
phase of such an experience,

8. “mployment

b, Wages

ce Working conditions

de Training

e, Hours and overtime

f. Transfers and nromotions
ge Grievances

h, Exchanging information
1. Bmployee activities

Je Group (union) reletions

k, Employment termination
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2. Both the employee and employer are interested in the terms
of their relationship a&s expressed under the above headings.
It is therefore advisable for an employer to spell out his
basic policies on each of these issues. They renerally
cover the chief phases of an employee's experience from the
time he mekes his first contact as an applicant until the
relationship is terminated.

3¢ A clear statement of the Personnel FPolicies of any company
has the following adventages:

ge It rcives all of management a clear suide in its
individual contects with employees.

be It zives employees o definite understanding of what
they can expect.

ce It mives the pgeneral public an idea of the character
of the ormanizationa.

de It nronotes uniformity and feirness in dealings with
employees.

4, TFersonnel rolicies exnress the humen relations. philosophy
of the rune~ement of the business. All representctives
of manar~ement should participate in their developments and
subscribe to their vholeheartedly., All procedures established
to fecilitete the employes=~eciployer relatiornship and all
actions of supervision must be completely consistent with
these hesic princinles,

5o Policies must not be confused with "procedures", Folicies
ere broad, <enerel guides, while procedures are the rules
by which the policies are carried out.

NOTE: For further detailed discussion of this subject,
see rares 235=27, A.il.A. iesearch ileport Vo, 4,
listed in bibliosraphy. Copy of Personnel
Policies of The Perfect Circle Company will be
meiled by conference leader on request.

FUNCTIONS INCLUDED IN A PERSONNEL RELATIONS FROGRAL

Fevinz defined the basic objectives end set forth the nolcies of a
sound personnel reletions prozrem, it is lo~ical, as a next step,
to determine the smecific activities which should be included in
the administration of the personnel function,

Lo Types of Imployees to be Considered in Examinin~ Functions

le In consideriny norsomnel eduministretion, it is immortant
to recoznize the fact that we are including ell groups.
Too often we have given all the attention to manual
workers at the nezlect or expense of clerical, technical

and supervisory employees. Each group deserves equal and
specialized attention.
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All ~roups are composed of human beings with the seme
desires, emotions and frustretions.

Neglect of any group is obviously unfair and will tend
to drive it elsewhere to seel: justified attention,
'erlect also involves unhapny relationshins and economic
weste.

All references in this swmmery anply to all sroups unless specific
reference is mede to one or more tyres of employvees,

Be Snecific Activities Affectine Each of iAbove Crouns

1.

Employmente All orranizations of any size include the
employment function as a pert of nersonnel administration,
Effective carryin~ out of this ectivity involves

e« Adoquate feacilities for reception and interviewinn
applicants,

be Courteous and dignified consultation.

c. Irank discussion of employment onportunities,

de Careful cdeterrination of ebilities, siills, antitudes,
and ~eneral quelificctions of anplicantse. Tests are
used as aids in this process by many compenies. The
limitation of tests, however, must be realized and
constant correlation checks mus®t bz made,

€. In final selection foremen and department sunsrvisors
should participate if et all possible.

T+ Rejected applicants should be left with a favorable
imnression of the compeny.

g+ The employment office usually serves as the cleering
house for transfers. A Jdefinite nrocedure is needed
to handle this function nroverly, MNany comnenies post
non-supervisory vacencies on their bulletin boards so
all employees have en opportunity to be considered,
Selection is usunlly mede on the besis of qualifications,
with seniority the determinins factor in cases of equal
ability. The postinr procedure anparently is not used
as widely for clerical jobs as it is for menual jobs.

he Lmmployment terminations should also be channelsed through
the employment office. Sources of trouble can thus be
detected. Also, transfers can sometimes be worked out
where rood employees can be salvered,

i. The employment denart:ient is usually resnonsible for
maintainin~ accurate and complete nersonnel records,
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Education and Training. Trainind is an extremely important

function end in lar-er or~arizetions is usuelly pgiven
snecialized attention bv the nersonnel denartments.

=Y

be

Ce

de

S

Proper induction of new employees is extremely important.
Employees will do better work and be happier if they
know somethin~ ebout the company, its plens and its
idealss They will be more apt to steoy if they are made
to feel et home durin; their first few days on the job,
and are mecde to reelize thet they are nart of the team,

Job trainins is handled by the line organizetion, but
the trainin. dopartment is concerned with proper and
effective nrocedures. This involves continuous checking
of both trainees and trainers.

Sunervisory trainin- is of nerticuler concern to the
persornel depertment. 3ince the supervisors are the

key acents in personnel reletions, they must be schooled
regularly in nroper techniques, FPeriodic conferences

on nroblems, new procedures and develonuents affecting
their supervisory reletions are 2 "must",

Apprenticeship prosrems for siilled trades should be
~eared to the naxiimun requirenents of the business and
should be nroncrly administered in the interests of

the company end the lecrnerse. This function is o joint
responsibility of the treinin- steff end the line
orranizotion,

If o "nromotion=fron~within" nolicy is to work effectively,
nromoteble ernloyees must be uede availeble thronsgh
orizinal employmeant and traininz. Such education is a
concern of the trainin~ department.

Tage end Salary Administration

Qe

b.

Job analysis aund evaluation are essential in establishing
propser warte relationshivs within an orgenization. Like-
wise, periodic wave surveys are necessary to determine

a coapeny's reletive position in its area and industry.
Such studies are usually the responsibility of the
personnel staff, In larcer firms, & snecial department

- "age Administretion - handles this function.

There emplcyee ratin~ is scheduled re-~ularly os e basis

for rate deterninetion, coordination of that function
is a resnonsibility of the executive cher~ed with ware
adrinistreation.
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ce A sound war~e incentive plan is an excellent means of
nromotin~ hisher procductivity eand lower unit cost, as
well es increessed wares., The success of such = nlan
depends lar~ely on sound en-ineerins and adninistration.
The ware administretion staff usually is concerncd with
the roliey pheses of waze incentives, but the er~ineer-
inz resronsibility is senerally left to the standards
denartuent.

In some compenies, according to the discussion, ell
phases of the a~e incentive pro-ram sre in the hands
of the personrel derertment.s A few of the conferees
felt thet stendards should be nerotiated, but the
majority opinion seemed onposed to such s procedure,
It was the contention of the latter ~roup that brse
rates were neccotisble, but incentive rates should be
set by maneqenent, subject to limited guestion throuch
the grievence nrocedure only.

4, 3afety and Tealth

ae This function has lon- been recornized as en imrortent
part of nersornel edministrstions 4 well inte~rated
safety end heelth pro~ram, supervised in a comnetent
maenner, is a valueble csset to cny orzanization.

2
i

5¢ Croup Relations

2e Union-mena~ement relations ars often a direct resnonsi-
bility of the nersonnel staff, although the mejority
of the conference narticinents helievec this function
belonzec to the line or-anization, It was folt by
the letter ~roun that the porsonnel derartment could
not effectively renressnt erinloryess! intersests if its
stoff set on nmanr-conent's side of the bar-ainin~ toble,

b. Personnel depcrtments usunlly take an active part in
~rievance settlement., Lt the scme tinme constant attention
should be siven to eliminating sources of complaints,

¢s The nersonnel staff is responsible for interpreting
manereqaent to employees as well as renresentin-~ the
interests of employees in top mena-sement councils. It
is therefore importent that the personnel steff concern
itself with esteblishing effective lines of communica-
tion end leepin~ them open =nd active.

de In all croup reletions sctivities, the tendency is to
be concerned only with employees renresented b unions -
usuelly the manuel workers. The nersonnel steff must
be constently alert to the nroper anplication of 211
such activities to the so-called white collar ~rouns,
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Personal Relations

a. Counseling on personal problems is an importent personnel
staff function. Care must be exercised to avoid being
over-solicitous or paternalistic, but employees zenerally
appreciate some assistance.

be Care must be exercised to avoid short-circuiting super-
vision in direct contacts with employees.

Employee Benefits and Services

ae Extra-curriocular activities sre a part of the personnel
staff funotion in most companies. DImployee participa-
tion in the edministration of such programs is considered
very desirable, both from the stendpoint of promoting
interest oand also developing sound, acceptable plans.

be Activities included in such programs are: group insurance,
credit unions, cafeterias, nension plans, recrection,
social functions, clubs, employee publications, etc.

c. VVhile this phase of personnsl program is important, it
is o mistalle to assume thet it constitutes the major
personnel function or that it is the dominant fector
in morale buildin~s. C(ood lecdership by supervision and
proper doy-to-day relestions on the job are much nore
important,

Personnel Research

ae This activity is comparatively new as a recognized function,
but it is very important. It involves checking on the
value of present procedures as well as experimenting on
new methods end projects. It also includes keeping
eccurate records on such matters as labor turnover,
absenteeism, accidents, etc., Correlation of tests is
another important function of such e program.

be Very often the research work is done by the staff men
in charze of the various phases of the personnel program.
The employment mene~er, for example, studies turnover;
the safety depasrtment re-ulerly asnelyzes accident
statistics, etc. "“hoever does the joh, it is important
to know whet is oing on, progress beinz made, improve-
ments necessary, and whether results are satisfactory.

ce Opinion surveys are used frequently in testinz empnloyees!
attitudes end reactions. S3uch surveys should only be con~-
ducted in accordance with nroved methods and should be
underteken only if mancmement is willing to face fects and
do something ebout situetions needins correction. It was
penerally anreed that full acceptance by employees was
essentiel if such surveys were to be accurate. Cetting the
support cnd cooperation of the union was considered highly
desirable before such nrojects are started.
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Ce Importance of Frogram Planning

l. Any procram involvins ell or most of the above activities
must be plenned carefully if an effective job is to be
done, The various responsibilities must be delesated and
the ormanization structure must be set up on a lovical
basise.

2« Only throu~h estoblishing a plan can the whole orsenization
know what the prosrem is end who is responsible for each
phase of it, The objectives should be set out so periodic
apnreisols of results will be nossible. Without a »nlan,
pro~ress end results ere haphazard.

III. PEISCNNEL DEPART!ENT ORCANIZATION TO CARRY OUT FUNCTIONS OUTLINED ABOVE

he Size of 3taff Tetermined by 3ize and Type of Compeny

1, Althouzh #n cdequate nersonnel staff is needed, its
effectiveness is not determinec by its size. .esults
are larsely determined hy the extent of sincere mena~e=-
ment interest and the competency of the staff.

2+ 2Rensardless of the size of the orsonization, some one
individual should have the major rersonnel responsibility
delegated to hime In smeller comperies it may be the
part-time duty of some executive, In ler~er firms a
proportionetely larmer steff is required,

&
®

In multi-plant operations, it is desirable to have a
personnel officer in eack nlant, reportins to the nlant
executive, with o centrel coordinating ~roup on the
corporete level,

4, Althourh e 7sensrcl rule cemmot be laid down, one nersonnel
staff nember to 10C emnloyvees is not uncomron where a well-

rounded nrocrem is in effect.,

Be Relationship of Personnel Steff to Line Ormanization

l. The personncl cxecutive of any company should lo~ically
report to the top omerstin: officisl. That is necessary
for effective personnel administr-tion beczuse (a) the
personnel marazer cssists in develoning policy, (b) he
reports reculerly on concditions nnd employee thinkine,
(¢) he needs to know what is goin~ on in the business,
(d) he checks the personrel espects of importent decisions,
(e) he needs to be free of deperimentel obligotions so he
can heve a comnletely objective viewpoint, (f£) he should
be in a position to render scrvice to 211 denartments end
employees, end (5) the personnel function should heve the
prestise which ~oes 2lonm with such a nosition in the
orranizetion,
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The personnel executive serves in e staff relationship %o

the line menazement, Fe 1is advisory, but in the passive sense,
but he does not short-circuit the manesement function, He
furnishes various services, carries out assicned resnonsibi-
lities, checks uniforuity of vpolicy apnlication, originetes
new ldeas, end Leeps everyone informed on matters affecting
human relationse. FHe remains in the backrround as much as
possible,

In his relationships with employees, the personnel nenarser
(or his staff) has direct contascts on such metters cs
employment, termination, counselin~, etc., but in every
possible situetion the line or~anization is kept in the
picture.

Ce Duties and Qualifications of Typiczl Personnel Steff Members

1.

Se

The ranling personnel executive is known by eny one of
several titles. ILxannles: Personnel Dirsctor, Fersonnel
lianeser, Industricl Relations Director or liensger, lonamer
of Human Reletions, Vice Fresident in Charcre of Personnel,
etc. As mentioned previously, there is need for uniformity
in titles in the personnel field,

Amonz the charecteristics and qualificetions listed for
such an executive are the followins:

a, Characteristics: (1) keen sense of social justice,
(2) warm nersonsl interest in peonle, (3) common sense,
(4) en onen mind, (5) emotional stability, (6) tact,
(7) qualified to edvise manavement, (8) sellin~ ability,
(9) honesty, (10) ebility to invite confidence, (11)
student of humen neture e nd sconomics, (12) couranre
of his convictions, (13) "passion for anonymity".

be Quelifications: (1) colle~e derree or equivelent, with
specicl courses in Iconomies, I'sychology, S3pealing,
Business Law, 3jociolory, Genseral Ienacement; (2) experience
as & worler and direct sunervisor; (3) experience in a
minor position in a nersonnel denortment; (4) knowled~e of
necotiating techniques; (5) besic knovled~e of lebor lcus;
(6) executive ability,

Referrinr to 3ection II B above (Faves £-C), the followins
titles are usuclly eitached to crecutives resnonsible for
the resmective functions listec: (a) Employment !'ana-er,
(b) Training Director, (c) age idninistration lano-er,
(d) 3afety end/or lledizel Director, (e) Labor Reletions
Manazer, (f) Persormnel Services lancrer, (g) Personnel
Reseerch lenaser,



]2

4, Tynical duties of each of the ebove staff menbers are
outlined in the section previously referred to. In each
case the qualificotions required of the chief personnel
officer are ~encrally cdesireble in the subordirate execu=
tives. Jome exceptions mey be noted,

5« Cbviously, a smzll organization does not recuire a staff
such es that listed as tynicel, In some cormcnies, the
responsibilities are coubined into one or more jobs,

NOTE: The terus "small" and "ler~e" used in tlis
discussion in connection with size of companies
ere relative, but they iere defined renerclly
as follows: 3mall, up to 500 employees; medium
sized, 500 to 5000 enployees; larce, over 5000
emplovress,

De. Personnel Advisory Committee

le In some compeanies there is e persornel advisory committee
set un to meet periodically with the personnel executive
on important volicy metters end problemse. 3uch a come
mittee should be comnosed of top executives, It usually
serves as a sub-cormittee of the Board of Directors,

E. Departmentel Budrets

l., Personnel depertwents should onercte o; well-planned
budretse They are usually set up on the besis of nest
experience but thev should be enalyzed carefully to be
sure all itens proviced for ore justified,

2. Annuel budiet per employee is one way of malkin~ comnarisons
betieen cornanies, clthouch this hes its limitcotions
because no tiro peirsonnel orranizetions include the sams
functions. Figures of 36 to 100 per emnloyce ner vyear

were mentioned in various gzrouns as represcating existing

budrets, Those fi-ures include personnel salcries and
~enerel expenses, but in no case did theyr cover the
snploverts shore of insurance end pension costs, vacation
peyments to emnloyees, etce.

Fe Factors Involved in Settin~ up = New Personnel Depertment

le It is su~~ested thet eny compary contemplatin. establishe-
ment of e new personnel department follow the general
pattern of this outline, i. e. =

2. Decide on the basic objectives,
b. Establish the general policies,
ce Assemble the various functions to be included
in the program,
de Select a competent staff and assi~n responsibilities
(start slowly end build up ~raduelly es line or-~ani-
zetion becomes sold on prozram,)

2. Personnel depertments should be set up quietly and without
any fenfere., Their effectiveness will be reco~nized
through accomplishments rather then verbal promises,
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