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CHAFTER I

INTRODUCTION

This study was undertaken because the investigator,
being an instructor in ths graphlic aerts, was very much
concernad with the opportunities for young people# ampiring
to enter ths printing industry, The invastigator had often
besn confronted with questions concerning reward in print-
ing for ambitious and promising young men who entersd the
fleld, Answers given were not always complestely satlie-
fectory to atudents or the investigator, and attempta to
become familiar with the subject proved to be unasuccessful,
Frelisinary ressarch showad that industriasl promoticns in
generael had received soms attantion, but no litereture was
found that deelt with the printing industry and 1ts policles
on promotion., Ths investigator was specirfllcally interested
in the criterie that sgployers and euployses thought
isportant in considering an ssployse for promotion. (In
this study, the ter= "smployss"” was construsd to mean &
wage or salary #arner smploysd on a full-time basis, The
individuml could be a sup@#rvisor, but could not be an
officer of the enterprise.)

The investigator's experisnce with prosotional

systems in induatry was another reason for undertaking this



study. This experience had lad to the conclusion that actual
proeotional systems ware often different from those desired
by employeses. GLeveral years in the induatry indicated that
sach shop had its own system of promotion. It was also
common to find that the smployer's sttitude on the subject
was one of indifference to s®ploy#s opinicons. Thia attitude
was exemplified in two ways: eaployer's lack of considers-
tion for employe# opinions in terms of who should have b#en
promoted; or, promotional systemse which were not publicized
and criteria used which were never revealsd, In suoch caseas,
interested employees who inquired sbout criteria for
promotion were given unsatisfactory answera, Kany eamployers
seriou: 1y bellsved thelr way was the only way to make
promotiona and that the employse was not really concerned
about criteris used. The investigator's experience
contradicted this attitude. His experience proaspted tvo
questions that had never been satisfactorily answered., Thay
ware: 1) what qualities an employer felt the employee should
demonatrate bafore promotion, and 2) what qualities an
employse felt hia co-vorker sahould dsmonstrete bsfore
promotion.

Exployers vho made any attespt to Justify a promotion,
when favoritism was not obvious, oftan summed their aystem
up in one word--seniority, This was anothsr rsason the

study was undertaken. Expsrisnce hagd shown, and Dale Yoder



substantiated, “...the principls of ameniority ss & basis for
promotion greatly over-values (&perience,,.there 1ls a
mistaken lmpression among some [;hployor§7 to make unre-
striocted seniority the sole basis for promotion,.." (18-464).
It had slready been established thet many industries (15)

and unions (1) vere on record as favoring seniority as a
basis for promotion. lo date were avallsdle regerding
opinioneg of members of the printing industry, so no con-
clusion could be reached as to vhat was the most dealrable
criterion,

How important waep the role of seniority insofar as
prezotion was concerned? Feraonnel relations authorities
dlsagree on this question., dome thought seniority was
insignificent and overused, while others thought an
esployee's human rights were violated when seniority was
not applied. Cne source citad & court ruling that favored
the smployee; the courtrocm ruled that the longer a men
worked on a Job, the more priority he should have on the
Job (3). In some immtances thers vas a marksd tendency to
g&lve more vwaight to seniority in making promctions becauss
it was felt that the worxer with longer service could do
the job better (12). In some unions, & membar's senmiority
in the aeraft was the besis for demanding priority in the
trade (1). HKany employers felt that if meniority was the

basls for promotion, other arbitrary declisions would be



avoided,,.even if the beat man were not promoted (4), Thias
reasoning probably was based upon the belisf that workers
would not be ables to accuse employers of discrimination,

In many instances, the same sources pointed out wide-
spread disapprovel of the system, This was evidenced in
statoménts such as: “No supervisor can get effective
results through people if he 1s limited in his opportunity
to make the bsat of each person's cepacities”" (1~145),
Another view showing the sffect of the system on recrults
wap reflacted in the opinion of Yoder and his golleaguas
vhan they indicated that close adherence to senliority es a
basim for promotion may caus# ambitious young workeres to
ssek employment eleevhere, rather than make slow progress
by the stages which senlority makee necessery (20), Some
sources fsvored mserit rating because they felt it formed
the feirest and best basis for decisions in conaidering
promotions (6) (10). Altogether different was the systes
favored by John Fatton end C, L, Littlefisld, They favored
having a =srit system, but not as the sole determinant, It
vas suggested that paychologicel tests, praoficiency, school~-
ing, and stability be useé¢ in conjunctien with merit
rating (11).

The investigator sncountered nesrly &s =sny con-
notationas of tha meaning of promotion as he did views on

the most practical syatem of promotion. In many instancea



the term transfer would have been more appropriate, It was
found that promotion vas 1zplied where increased reesponsi-
billity and prestige were involved (20)., Upgrading was a
term that was used to denote & "minor promotion.” Thim
tera vas a csrryover developed out of industriel relations
of ¥World dar I1 (15)., 4 personnel change wns conaidered a
promotion where 1t offered more opportunity for advance-
sent, even though no immediate increase was ovidenced (18).

Because 1t wes found that there were 90 many
definitions that differed from that of the investigator,
it was deemed necessary to clarify the meaning of the term
pro2otion. Transfer was treated ae promotion in a number
of instances where management sought only to place employ~-
ees in positiona that 1t thought would contribute more to
the organization without increase in responsibility and
authority., Treatment of adJustment in work force of this
nature vae not interded.,

Instend, promotion waz intendad %o refer to plaeing
an szployee in a position requiring greater responsibility
or akill accompanied by higher remunerstlions which may
have been aade in the followlng ferms:

1e Inoreased wage or sazlary.

2. Increased responsibility, authority, position
or title,

3. Decreased working time, such as hours per day,



days per vesk, or increased vacation without negative
ad justment in salary,

4, Improved living snd conditions grented by
employer - given on an individual basis.

5. 1Increased opportunities for greater training
and experience; better cutlook for the future.

6. Increased security and benefits offered.

T. Extended length of service because of outstand-
ing work (17-253).

Promotion waa considered to be of two typae: hori-
zontal and vertical, A horizontal promotion was considered
one in which no basic change in classification of the
employee took placa, 1.e,, straight matter operator pro-
moted to ad linotype operator, A vertical promotion was
congidered ons in which the worker was shifted to a dif-
ferent and higher classification, i.e., composition superin-
tendent promoted to production cecontrol assistant.

At the tise this study was undertaken, it was not
believed that the investigator's curlosity could be
completely satisfied, There was sincere optimiam, however,
that the study might help yleld factual information to be
used by the inveatigator and others interested in printing.

The universe used in this study was selected because
it was thought that Faton Rouge, lLoulsiana, afforded enough

potential respondents to conduct a complste and thorough



study. 4t the time thie study was conducted, the investiga-
tor did not conalder 1t feasible to sezple the entire
printing industry becaume pf the vast nuaber employed and
geogrephic scope of the indumstry. Approximately 350 pereons
wore employed 1n the Reton fouge Frinting Industry; this
nusber was considered to Be indicative of the industry's

attitude comocerning importsnt criteria for premotion,

ghisctives of he Stndy
Management wag considered to be responalble for plan-~
ning &nd supsrvising activities ef the enteryrise in such &
vay that maximum use was made of facllities that existed.
In o doing, production personnel had to bs considered so
thet skills were utilized to advaniages of the anterpriee
and the worker. Ranageeont was, therefors, required to
know the potentiale of ®each worker. These workers vere
thought to have various talents that were not always recog-
nized, and managemant was obligated to help the worker
reelire hie capecity. The worker might not have been
awvare of his potentiale himeelf, but guggeplted poesiblll ties
often induced needed incentive to direot his attention
tovard improvement; these sucsfeations could ultimately
regult in promotion., It vwes believed thet the ontelyrise
would benefit in two waje: tnereasefé productivity

end better relationshipe. The investigator believed



that harmonious reletionahips wers often the result of
ee tabliahed promotional plens thet wers systematized and
publigized, With thesae type plenas, emnlnyeee knew what
qualities they needed to evidence before promotion.

In many plants, workers were prcmoted by foremen and
other supervisors who were often imfluenced by persaonal
friendshtp and politice rether than employee performanca
and other personsl gualitiee. Promotionas of this type
could not be Jjustified (13-334), Many industries followed
recoazandations of their personnel department to make
ad Juatments beceuse the status of an smployee¢ could be
quickly and rsliably determined by referring to individual
files (18). Formal systems of this nature were subjected
to repeated tests before data yielded could be relied upon.
However, they were generally favored ms being the best
device for adjuating the work force, aftar they had been
provad (11) (16) (18).

Formal promotional systems were not known to be used
in the printing induetry, and investigation of books and
more than 125 trade Journals indicated that the industry
had not seriouely conaidered promotional syateme.

Thia study was deeigned to solicit opinione from a
segment of the printing induetry in an attempt to determine
ths possibilities of forwal promotional aystems in tha

industry. If formal systems were considered feaeible,



the inveatigator attempted to determine i1f szenlority was
sonaidered an important criteria, or 414 members of the
induatry prefer promotional systema that offered every
worker the same opportunity for advancement.

The primary objective of this thesis was to compers
eriterie favored for promotion by employees with criteria
favored by employers in the printing industry. The
inveatigator belleved that criterizs compatible with both
groups could bes sstablished, but these would not be
accepted until a study had been conducted to datermine what
members of the industry considered important criterila,

It wam not, however, the purpose of this study to establish
& promotional aystem, but rather to investigate the
possibilities of a formal promotionsl system in the printe-

ing industry.

Hethodology of the Study

This thesis 18 an investigation intoc the personnsl
peliclies of spenialized senterprises, It attempts to
evaluate attitudes toward important critaria for promotion
in & segnent of the printing industry., The study was
based on opinions of the two major groupe inm the induatry
who comprise the psrsonnel ssetion of printing--production
workers and employers. 4 segmnent of the industry waa used

because ths investigator intended a thorough and complete
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study. The number of workers smployed nationklly and the
geographic distribution of plante were deemed limbiilities
to the intenslve study deesired, therefore the universs

was limited to the Baton Rouge, Loulsiane industry. In the
1960 census, the population of Baton kouge wee 152,419 and
supported more than 15 commercisl print shops thet renged
from two to seventy-five employews, and two dally news-
papars that ezployed & combined total of more than 150
smployeen,

Fach plant was visited by the investigator for three
reasons: 1) to solleit cooperation in the study, 2) to
cetermine the nuiber of workers employed, and 3) to dis-
cuss the naturea of the achedules which were teo follow at
a later date, At the time shops were visited, the
schedules were not é¢istributed because they had not been
pretested to the investigator'm samtisfection. Instead,
representatives were selected and two mets of schedules
waret melled, Hepresenteatives were instructed to distridbute
one aet of schedules to smployeess snd the other to employ~-
ers. The different sete could be identified by color of
peper end identification liner mt the top of emch pige.
Fespondents were requestel to complete the schedules and
return ther in self-adéressed envelopes that ware part of
the kit mailed. Check-1ligt questions were used in an
attempt te siwplify the schedules and keep cospletion tlie



1

to & minimum,

The achedules were designed to #ncompass all variables
thst might have a bearing on respondents' melection of
important criteria, The investigator belisved that the
nuxber of years each respondent had been in the industry,
along with the size of shop and professional group affilia-
tion (union), might have an effect on the anavers provided.
In addition, the area asaigned to work and training for the
industry were s&lso thought to have some effect, ®.g., 1t
was concelvable that an employee who had worked only in
composition for more than 16 years and who was also a
mesber of the union might well be union oriented, thereby
reflecting the union's views of seniority es a sole basis
for promotion. Cn the other hand, an employee in the sase
area with five years of experience and the sams union
status gight be likely to consider seniority a handicap.

S0 that these relationships could be observed, the
schedules included six questions that requested profes-
sional and individual data related to the study. For
example, employees wers requested to check the statement
closeat to the number of years they had been employed in the
industry. Respondents had & choice of years ranging from
"1 to 5" yesrs to "over 20 ysars," Shop mises, determined
by number of production workers, were asked in the second

question of the sehedulss. Thres aizes wers listed:
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1) emell shop (fewr than 16 eeployess), 2) medium shop
{16=30 employees ), and 3) large phop (31 employese or wmore),

The third qQueetion reguegted data on the union statue
of respondsnts. Zrployee¢s and employera vere to indlcate
if they wore not and never had been unicn gerbere; were not,
but Bt one time had been union membere; or, vwere curreat
union penbers, Ths sacond and third etatemente included
spacé to fill in the name of the union.,

4drea sseigned to work end how firat training was
received were questions four and five, reepectivaly., Theese
two Queantions required different data on eech set of
schsdules, On the eaployese' schedule, number four con-
8isted of eeven erees of the shop where reepordente might
be aeeigned; wherese sGployari were asked 1f they had ever
been employed in the alkilled aress, And, if so, in which
are&e, Cholces for thia queetion were composition, etone-
roas, preseroom end other related areas, Queetion five
reques ted erployee respondents to indicate how thay recetved
eerly traininam. Foesible anewers included prevalent me thods
auch es apprenticsehip, trade school, and college tralning,
Eeployers vere given different choicee because of training
differences. This qusetion for employers included choicee
auch ee mpeciml treining, treining in related fleld, o
workimg up through the ranks, (Sazmples of schedulss

reprofiuced in Appendix,)
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Part One of Chapter Two &xplains each c¢riterion and
gives possible reasons why respondents would conalder each
importent. Also in this chapter 1s a subchapter entitled
"Effects of Promotions on Employeea" which was based on
the opinions of authorities in personnel relations. Reaearch
meterial on thias subject wae genersl in nature and no one
of the authors discussed promotional practices as they
specifically apply to the printing industry, Criteria
used in this study vere compiled by the investigator from
systems that hsd been used reliably to evaluate employees
in other industries as listed by versonnal suthorities.
(Names of authors and their works appear in the Literature
Cited,)

Attitudez of respondents were avaluated in Part Two
of Chspter Two as thes# attitudes were indicated on the
schedules. Recommendations in Chapter Thres are primesrily
based on results of the evaluation, the inveatigator's
experience in industry, and opinions of authorities in
personnel rglations, This lastter group furnished speoific
background informetion which formed the nucleus of this

thesls.
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CHAPTRSR II

THE PROCBLEX AND PINDINGS

Effect of Lfresotions op Egpployees

One of the inke rent probleme of every enterprise is
@8k ing peroonnel &d justzents to méeet changing conditione,
Theee chenging conditiona 6re of two typee: 1) those
srising out of the normel shifte of employeee, end 2) thoee
arieing 8dditionelly from expanaién of the size of the
anterprise (20). PromotionE are used to mate such &djust-
gents, Tda way in which exploye¢e of ¢ firw are provboted
is very significant to the succsss of the pRterprine.
There mus t be promotiona st sme time, and if the system 1g
poorly administered or dong in euch 6 way that employeee
are gade to feel inmsecure, it may do demegs that over-
shadowe 6ll other personnel procedures, Helan Beker
indicatad thet the 1dea of prmaotion is c¢losely relsted in
the minde of employeee With fear of ineecurity, and tbet
the increering demend for pecurity has bescome more ampparent
in recant yeere. 3She aleo noted that the abuge of power
placed 1in and axerciged by employers in ths peat waes
respons ible for making 1t necessary for the probles of
promotion to bs dselt with gore “justly (2).

The basic problsm stems from the fundamental belief

of Asericene 1n a dseccretic moclety. In our eccilety thers
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ie o coupromise Which Eight be called the democretic
dootrine, Tiaie doctrine ie bepded upon the aasumption thet
no men is infellible, therefore deciesions reached, often
after sincere snéd earnest deliteretion, 2re not 8lweys to
the beat advantage of thoee concerned, Thie le one resson
why employees heve argued their opinions should be coneild-
ered vhen there 18 en aedjustment to be msde in the vork
force,

Erployers have indicested they do not feel exployee
opinions on this eubject are either neceseary or important
eince proEotion is a mensgerial function (13). Contract
ma gotistions often preaent the problap of promotions as
one of ths bsaic 1seuves, =:aployees, perticulerly thoas with
union e ffiligtion, feel that since thie 1s a demeocratic
socléty they mhould have sore volice in declelona affacting
thelr welfere. ®n the other hend, employera have arpued
that certain functions are etrictly ranagerisl--such ans
prowotions, dlscharge end discipline--snd these decisions
should remain their mole discretion without interference
from emplcyeeas or thelir representatives.

"Promotion is @& highly important fesmturs of mansgeri-
al polioy and s festure of eultiplie purposa dealignad to
have various g¢ffecta on the employee“ (6-453). Fromotions
L8y be uzed as rewvards, or at the sanss tlee a eesns of

placiag eeployaes Wwhers they are more valusble to the
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enterprise, tometimes they are used as a means to hold
employees of gre#at potential ablility. Generally speaking,
employers recognize well-selected promotions as being
beneficlal to both parties since they tend to maintain and
improve morale of employees as m w¥hole. This fact demon-
etrates to #mployees that the employer intends to provide
for advancement. Gestures such ms these forestsll unrest
and turnover (6),.

ihether promotion i1s an absolute managerial function
or not, there is still a necessity that #mployee opinion be
considered in order to maintain harmony within the enter-
prise (4). It is not suggested that the employer call &
meeting of the employees and find out their opinions each
time there 1s need for a promotion. The opinions of the
group, however, should have some bearing on the final
decision. Employers are expected to show respect for
dignity, integrity and consideration for the genersl welfare
of the worker. It is understood that employers have to
make decisions that are not always accepted. But, so long
as they are made on the basis of facts and not out of
preJjudice or discrimination, there 18 usually support for
their action. 1Inevitably, some decisions will be against
group opinion and very often it may become necessary for
the employer to re-examine his position very carefully.

There 18 reason to b#lisve that management's



i g

position might b& atrengthensd by sstablishing some degres
of formallzation. Thers are two distinct advantages found
hers that are not offarsd in informal promotional systa=ms:
equity &nd efficleancy. Through squity, formalization.
implies some m#t of ground rules, which in turn impliea
conaletenoy., Hfflelency enhances the program through the
use of a definite schedule. In addition, ecomomy of effort
ia made posaible--the ®#mployer cannot "easily dsal solsly
wvith each employ## sas an individual” (20-9:2-3).

Formallzation has significant effecta on employees
#8 & group. It allowe each employes# to plan in advance and
prepars for any position thought to bs mvalilable in the
future., It slso indicetes that management 1s concernsd
about individuel capabilities and encourages profeassional
improvement; not only for the bensfit of the enterprise,
but the individual es well.

Cpinions on formalization in other 1industries have
been somewbit hard to memsure, Some employses have viawad
it as being highly advantageous while employers have
objected to ites usa because they fesl there ia a posalbility
that favoritism and petty politics are more inhesrent, HNever-
theless, both agree that formelization has some qualities
that affect the ambitlous and energetlic employee. 3Jome of
the recognized qQualitiea of formalization are: 1) an

increase in esployee interest and individual incentive;
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2) an increase in the enterprise's production and earnings;
3) an upswing in loyelty and confidence in the enterprise;
4) employess are made te feel that the employer has a resl
interest in themr &nd outsiders will not be given priority
on vetter Jobs ahead of them; S) employees develop through
realizaticn of the need for truining that will qualify them
for advancement; €) a decresse 1n lsbor turnover; and,

7) critaria required for promotion are publicized (17).

Cf the many 1ndividusl plens utilized by various
induestriee, thers are two main plans thet have been devised
for foraallzation; these are the Three-foaiticn flan and
the Xultiple~Chein Flen (17). The Three~Fosition Flan was
designed by Frank snd Lillian Jilbreth and basically con=-
slders each man as occupying three positions 1n the
enterprise, Theses three positionas represent an uphill climd
for the employee. The threa& poaitions sre: firet and low=-
est, the posmition the eamployee ham last occupiad in the
enterprise; sescond, the position the employes preeently
occuples; end third, the position the employees willl next
occupy.

The Multiple-Chain Fromotion Flan considers each
position as & link in a multiple chain. Under this plan,
one poeition may lesad to several positions, allowing the
exployse mors freedom to select positions he sapires to

reach, and to condition himself mccordingly. This plan
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allowa a position to be reached by more than ons path,

For example, Figure 1 1llustrates how a printer's davil
(printing aspirant desirous of entering the profession but
with no printing experience) may advance to production
supervisor by selecting any one# of three paths or a combin=-
atlon of these, He could choose to concentrate on press-
work or achieve his goal by first entering the composition
department. Another way, one that 1s leass practical, would
be to receive formal training and combine this with practical
experience which would lessen the time necessary to remain
in one department before promotion.

This plan necessitates a broader training program
and gives esach employee a cholce of additional goals for
which to be trained. It i1s especially good in a growing
organizetion where the positions are crested rapidly and
allow employees to be eligible for positions that develop.
There 1e more freedom because there 1s no one connsction
between positions.

Theee two plans are examples of formalization that
afford everyorne in the enterprise equal opportunity for
advancement. These plans serve to create a greater sense
of security among employees because they receive one of
the basic considerations due them under the democratlc
process--the right to know what is going on around them and

how 1t affects thelr welfare (16), The smployeé who feals
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his integrity 1e respected is usually a productive employee.
Thie often resulte in eeplo¥ers aving & low turnover rate
which can have immedimte eff®ct on production capacity,
earnings and profita, and the enterprise as a whole.

The avarage exPlofer does not realize the cost of
labor turnover, tut 1t reprecéents a real lose to the
enteTprise in most casee, The actutkl losses reaulting
froo labor turnover are difficult to messure. J, E, V¥alters
presentid an eétimate dérived by figuring production lossé s
and indirect expensee 1involved in turnovere (17), These
loanes are 8dmawhat universsel and ere grouped under ths
folloving headingd: 1) cost of hiring re#placetent; 2) cost
of training replacegsnt; 3) sxtra ladbor cost incurred
during orientation; 4) extra operating coats; 5) e xtra
investsent costs; and, 6) loss of bueiness,

The fingnclal logs for any industry would very
begause of the difference in methods of production, wage
gschedulee, geographic location and other factors peculiar
to the varigus industries. In view of theee facts, actual
coet cannot bg formulated for the printing induetry 1in
generel without undergoing revision that would apply to
individual fiygs. Coet entimatea Wars produced ghowing
the 2ffect of labor turnover for -the hourly rate of

exployeeg of e boller eanyfacturing fire in 1945 (17-251),
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These estimates repreasent the approrvimate cont
incurred sach tire a turnover occurred in the bollermaker
industry in 1G45, This comt 1a sgquiwvalent to 184% of
enployee avermge weekly earnings which were 551,72 for
&5.% average werkly houras, or average hourly sarnings eof
$1.12., Hased on these figures, bollermaker emplorvers
were apending a suer which waa mpproximately the eguivslent
of & skilled exployee's earnings for 1,BA weeks,

Theee cost setimates applied to 1960 névwapapsr
aversgze rateg are indicative that sach turnover would fall
in the renge of 197.70 which is the spproximate average
eernings of skilled employees for 1,64 weeks, OSkilled
nevwgpeper employees' weekly sarnings averaged ;107.45 for
1960 brsed on 38,7 average weekly hours, or eversge hourly
earaings of £3%.07%,

An eiffort hes been made to emphasize thke effects of
hermonious production created by empleyer realizastion that
satisfled exployees may be kept that way throusgsh consider-
etion of thelr welfare in general. It hes been stated
thet emplcyers need not relinqulsh thelr right to manage;

they enhance this right by sollicitin:g mnd commidering

*Average earnings data for Both industrles are
bas#d on materlial from Weekly Review magazines,
December 1945 and June 1960,
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employee oplnions on matters that have direct bearing on
employeee, Almost @very employea is intersated in advance~
nent and works for promotion. Thias mekes the subject very
izportent. An employee who thinka he should harve been
promoted has to be told in Antelligent and nondiscriminating
terms vhy he wasn't, [lils attitude affecte other employees

and the snterprise as & whole.

Erofigciency -~ Criterion No, 1
Cne of the primary qualities employers are usually

on the lookout for when interviswing a proepsctive employee
is proficiency. It ie of major importance throughout
employment, Becauae the degrea of proficliency varies with
sach individual, management has become concerned, Kenage-
ment realizes that several printers performing the same
Job, under the same conditions, will seldom have the same
output. Some operators consistently produce more than
othera. Thie superiority may be partly due to bstter
methods of work, yet there 1s still a 4ifference when all
men are presumably following the ssme method. It 18 a

fact that d@ifferences eamong individuals are as common in
production as they are with individuals in other activitiem,
The differencs may be due to physical capacity, treining
or practice, aptitude for a given operation, or any number

of other factors.
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That this difference does exist 1s racognized
readlly by wage-earning smployees compsting for salsries,
eand by those who pay thess sslaries--smployers. In rscog-
nition of this difference, snd ss & weans of encoursging
it to become more pronounced, emplojers have sstablished
certain incentives for superior quslity work produced below
normsl time standards (9). In this way, persons who are
cepable of superior performance may receive additionsl pay.
although incentive compensation i& ussd by many firms, 1t
is not standard precedure, In meny indumtries, payment by
time, or hourly rate, is =til] the most widespread ond
populer ze#thod. Soms employers, however, bellieve that
thie syetem, based on time alomne, falls to achieve the best
overall results (17). They feel the myatez does not
adequately show the difference in caliber of employesa
when syesryone is paid the sama wage, They thérefore,
prefer ringnclal inducesent to encourage proficlency.

The fundamental features of mll incentive wage
systems are tvofold: first, standards of perfermance are
established, elther by rule~of-thumb methods or by aystem-
atic Jeb study techniques; secondly, savings resulting
fros production over standard norme are distributed betw#an
zanagesent and workers (17). kmployers meem to feel that
it 1ia sound management practice to pay smployees for

sbove-standard production, In advancing this prineiple,
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variona plens have been devised to induce workers to pro-
duce zore proficlently in return for larger paychecka. It
is balieved that the zors money woriera take home, the more
contented and less llkely to seek other employmant they
will be,

Cne of the best known incentive plans 1# the plece-
work aystea (20). Under this plan, s nan's sarnings are in
direct proportiocn to tne amouat of work produced., 1In
printing, this plan would b# applicable to areas such ms
composition, iamposition, and sngravinz., The number of ems
set on tae linotype, or the number of e&ds lzposed, or the
nunber of engravings prcéuced would be the pleces procduced.
This systex can alsc be spplied to groups. For example,
it could be used in newspaper preisrooks whers a nuamber of
pesople cooperat® in operating on# machine, The finiashed
product depends on #ach person, not as an individual, but
a8 & 8ingle unit of the operstion. Group incentive compen~
sation is besed on the profinlency of sach member of the
group.

Another incentive plun designed to encourage
proficiency 1s the stendard-time plan (20). Undar this
plan, measurement is wmade in time units which 18 believsd
to be an improvement over plece-work incentive., Flace-
work 1s not sonstant and tends to fluctuate out of

proportion after seversl year's use. In contrast, standard
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time per plece 18 much more steble, The latter plan's time
is st by time mtudies ¢f a Quelified oparator at a normal
pace under normal conditione. From this data, sctual
production 18 compared with standard production to ditermins
the degree of proficiency.

“age incentive plans have tended to drive employees
et a furious pace, This has resulted mainly bscaues there
are no principles that can be atated for determining laveles
of proficlency mnd because they have besen frequently
instituted without careful study. Conseguently, 1ll-feeling
and unrest have been created among exployees. Industrial
consultante have aided with employeas and severely
eriticized incentive plans. Thease consultants have gone
80 far as to declare that there is no place in industry
for incentive plans. They also feel that thees plans are
bound to diseppear se employers become incrsasingly awarse
of incentive limitations (18),

The printing industry ia considersd to be one of
the chief industries not appropriate for impleaenting
incentive plans. One reason for this is that production
is intermittent and delaye are frequent and often beyond
the control of employees, 4duality is alsc an important
factor, therefore it is necessary to make detalled
inspections during production to guarantse quality through-

out the Job. Esch eamployee knows that whan a customer
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places an order, he sxpects dellivery, not excusea. The
customer almo expecte high quality. «ith incentive planas,
mesbers of the production crew are not able to concentrate
on fundezentals that are necessary to fine printing.

4nother unfavorable mspsct that deserves consider-
ation 1k the attitudes of those affected by the plan. EKany
employees conmtantly feer adjustments that srs commonly
sssoclated with incentive plans., These adjustments often
mean they are forced tc lncrease output to maintain their
earnings, and their fear seriously impairs morale through-
out the enterprise. Union lead#ra in the printing industry
feel that these plans affect the earnings of their msembers
to the extant that it causes dissatiafaction., They also
feel theme plans prevent standardization of earnings--s
factor long regarded by unions as an &ssential feature of
collective bargaining (18). Frinting €sployees favor
incentive compensation, provicded it can be demonatrated
that hourly rates will alsoc go up, and that sueh plans have
been approved by the union. Very few plans have met these
atipulations.

suite often union members share union views on
incentivs plans, but are also interested in becoming more
proficient in their trade. Cooperative employers might
also be interested in helping employees to improve them=-
sslves, and might be interssted in implementing mathods
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that would help employees., Improved proficiency cen be
realigsed without getting involved in issues as highly
controversisl ams incentive plans. There are geveral weys
to achleve this obJjective, one way is through the use of
"motion sconomy" (14),

The printing industry has equipsent thet necssasitaten
the m#thod of production be deterwined by mechanlical design
of the machine, and that the pace be set by ita running
speed., #Production is therefore dependent on thres factecrs:
1) method employed, 2) training of the worker, and 3) the
worker'a willingness to work. This last factor 1s one of
the most significant, so far as quantity produced 1s con-
cerned.

48 discussed previously, individual differences are
inherent, +¥hile there 1a correspondingly greater veriabll-
ity between different individuals, there 1s even greater
opportunity for fruitful application for industrial
enginesring. This technique 1s possible through the study
of fundamental movements called therbligs# (14),

The therblig principle "refers to that part of the
cycle during which the eyes and hands are groping or

feeling for the object,” and "requirss that a change in

#The therblig principle is coined to sp#ll in
revarse tha last nase of ite inventors, Frank and Lillian
Gilbreth,
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the location of an object de made” {13), Prom the therblig
ooncept hive evolved the principles of motion economy Which
ere useful in iaproving operations perforaed by havnd.

Theae principlee offer opportunity for individuals to
analyze varioum operations performsd in their ares and

to make adjustaente lead ing to more proficient working
bebita, Some of the pPrinciplea listed by Robert Loy arTe
applicable to printing:

1. Tke two hends ghould begin as well na comrlete
thelr therbiigs at the sene instant,

2. 1he two hands should never »e idle at the same
tima, except during reat pariods,

3. MKotiong of the arwa should be in oppoalte end
aymmstrical é&irectiong, amd should be made simultancously.

4, Tontinuous curved motions are preferable to
straight line sotion where sudden and sharp ohangee in
diraction are invelved,

5. Hhytbo 15 easential to smooth perforwance of an
operetion and the worz should be go arranged to allow
na tural rbyths whenever posaible.

6. Where each finger performs some epacific niove-
aent, euch ee linotype operation, the loed sphould hs
distriputed eo that lnherent cepacities of tha fingers are
realized (14-254),

dpplication of this atudy in the bindery departaent
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1llustrates how unnecessary movements can be ellminated
after gnalyzation of all the movements invelved in the
operation (12), Twn aperatsnrs, using thelr natural methods
of operation, wers selected to rmn separate machines.
lelther cf tke operators used guldes on his machine, which
meant position wam abtained by visual means, During the
operation, 1t was observed that idleness occurred while
changlng the foous of the syss from the plls of unstltched
books to the stitching-head of the mechine, Tha operation
required 2#nc¢hk operator to plck up the correct number of
aignatures snd place stitches in aprnroximately the right
position for covering and trimming, which were subsequant
operations,

Inprovement was made hy placing two guldes on the
stitching table so that the books were positioned to the
left and right by placing them againet the respectlvs
guldes. Thia sllowed the opsrators to obtein positlion
without focusing on the stitchling-head, consequently the
eyes could remaln upon the plle of unstltched books. This
zodification was very slmple but ylelded sn increase in
productivity of more then 20 per cent {14),

This study orn flat-wire stitching was relatively
ailmple to coanduct because bcody moveémenta wers slow enough
to record. When operations are continuous and performed

by numerous workers, a much mors thorough tachnique such aa
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that avallable with micro-motion snalysis may be werranted.
This typs of study is necessary when operations involve
movoments that are very quick. In order to perceive what
18 golng on, ®otion pilcture equipment 1e utilized to
photograph the operation so that detalled observation of
the employse's movenents is poesible, Upon completion,
the film 18 projected continuously which mllowe observers
to become thoroughly familiar with the cycle. It 18 algso
possible to proJect one frame at a time, thersfore the
operator's movement can be stopped at any point during the
operation,

Suoh studies as these are relatively inexpensive,
It 18 not necessary to interrupt an entire department to
conduct the study, no: 1s 1t neoessary to invest in ultra-
expensive equipment, Each employee can solicit cooperation
from ansther and amplyze that other'’s working habits. Of
course the enalysls 1s not expected to be as thorough as
one made by an experienced individual, but there ie a
great deal of improwment to be made this way. Where potion
picture facilities are available, 1t is possidble to film
individuals which would allow them to view their working
habits as often as they like.

In using tipe standerds, employers in the printing
industry should resember that proficieney is deairebdble for

any operation. The need for proficliency becomer greater
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wvhen time standarda are significant in deterwining a
person's wages., In view of this fact, accuracy is absolutely
essential to the morale of employees when the prograx is
being administered, It 13 common knowledge that any
policiee which mre liberal will be received without
opposition. Conversely, any policles considered to be too
rigid will bes protested and will require more thorough
sdministration. Implementation of policles, such as dis-
cussed here vhich have a significant effect on the work
force as & whole, deserve careful consideration, A4n incen-
tive plen, or any other plan, unjustly edminietered,
accompliehea the opposlte of what was intended, and
employers are sure to realize how such more adventageous

it 13 not to have the plan.

Yeraatility ~ Ccriterlen No, 2
Many printing plants are divided according to

processes, 1,e., letterprees and offset. In many inetances,
these plants are subdivided into departments according to
operations, i.e., prese, composition, imposition, and mo
on, Separation, in these cages, 1la not gcade becaume gach
operation is independent of the other, but because related
skills are enhanced when grouped. This is one reaeon why
an sxployee mpight be supervisor of several dspartments, or
areae. The gupervisor 1s ezpected to coordinate activities

ané insure that ell opsrationse are being performed in a
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viaing employes 18 often sxpected to be versatile, so far
as skille ar® concerned, He usuidly has demonstrated the
ebility to turn with sase from one ares of the shop to
another or he hes many interests which have led him into
more flelds of knowledge snd different kinds of skillas (7).
Kany shops have vers&tile employees, but employers
must deglde 1f real strength has been demonsatrated in at
least two areas, There 1g & tendency for "jack-of-all-
trades”™ employess to have below average performance in
one or all of thelir femlliar ereas, It 1s sssential that
evaluations be made only when they are followed by qualify-

ing comments on areas of specisl competence (7).

Eersopality and Leedershlp - Criterion No, 3

"San is = riddle in the world, and it may be,
the greatest riddls, Han 18 a riddle not
beceuse he is an animal, not because he is a
goclal being, not as & part of nature and
soclety, It is as a person he is a riddle--
Juat that precisely; 1t is becaus# he pomsesses
personality. . . . If man ¥ere not a person,
albeit a personality, which has not yet emerged
into full view, or which has be#n crushed,
albeit one atruck down by disease, albeit =&
personality which exists only ae a potgntiagl
or possible, then he would be like other

things in the world snd thart would be nothing
unusual sbout him. . . ."

Nicolas Beardyaev
"The Riddle of Personality”

In any organization where thers is group sotivity,

there are alvays & few pxracns who distinguish themselves



8

and are set apart from the grouwp. It may be that their
quietness mrné atrength of cherscter, or loud and demanding
voice, or physique combPined with celoculatesd wordas eof wiadom
make them stand out from their associates, In every printe
ing plant there 18 usually one person, at least, who has
sttelned this indlividumlity.

Two employees expre2ss #imiliar viewa on some 1ssue,
but the group responds to one snd ifrnores the other.
fmployees might offer i1dentical suggestione for improving
production, dut they mre acceptsad differsntly; one employee
receives pralse and the other 1s ignerefl, Campalsgsn speeches
28de defors an election for union officers might de "ome-
what different: one candidate offeras to give ilmmedinte
attention tc an 1assue conpidersd mest irportant by members
of the organization; the other candiéate generalizes and
promises nothing in particular., The genermlizing candidate
gets the poslition ané the unsuccesesful wonders why he
falled. A wvacmncy is eEnnounced ir the preduction office
and man gement wishes to fill it with somecne already
employed by the organization. The finalists &Tre two
employ#es who are about #qual in term of stated require-~
ments., ELoth feel they &re capable of manning the Jobe-a
promotion, After employses have voted snd the results
have bean announced, the unsuccessful candidaste pondars

the question "what d1d he have that I 4idn't have?” He
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revievwe their qualifications and training, and concludes
the other pé rson Ruet have been chosen on “"favoritier,"

Om® criterion might have beeén the difference in the
above eituatione, It could very well have been thst in
each inetance the outcome was beaed on the degree of
personglity end leedership ability evidenced, thet 1e, how
capable the individusls wcre of influencing their fellow
ekployees.

An individual'e 2bility to influence depends on &8
nunber of factore. TheTe ere no specific rulés that would
apply to svery eiltuation, However, these three pointe are
usually exemplified by those who are recogniz¢d as influen-
tial individuale in any organization: 1) importent status
in ths group, 2) besic urge, and 3) desirable attitude (3).

An individual ecquiree status when he is recognized
as & gomebody in the group. It is s rating glven a person
by each sember of hia group and may vary from very low in
ons group to extremely high in another (3)., A pressman
pight be elected eteward for his shop, but have no atending
in his lodge. 1t is very common to find that s person's
statua will shift up or éown in each group of which he 1s
a member, depending on his performance and how the standards
of ths group may change., Cne will worx hard to maintain
or to incresae his status in the group he is intarested

in and become reeponaive to group stipull (3=20),
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The second point, or basic urge, is an inherited
tendency of a p#rson tc act in line with the desep~ssated
nesd of personality zrowth (3). It is no longer advocatad
that a person inharits ready-made pstterns of bshavior for
mesting the needs of 1ife. Birds inherit a nest-bullding
instinet, but esch human being has to learn how to bulld a
house or #esk help from others to achieve thie goal. There
are s#ven basic urges that are responsible for individual
personality. These are clsessified as driving espects, or
desires, that are stizulated in and through group activity.
They are:

1. The urge for new expsrience--craving for
adventure.

2. The urge for security--craving to be safe and
to conserve.

3., The urgs for response--craving to be with others
and to ba noticed by them.

4, The urge for recognition--the desire to bs
somebody and sttain status,

5« The urge to aid-~-the desire to give assistance
to individuals in need.

6. The urge for falr treatmsnt-~this appears to bs
universal and unlearnsd.

7. The urge for freedom--the drive for room in

which to move one's body, to express one'e 1d=as, and to



be independent (3~25).

The third point exeeplified by influential people 1s
sttitude~=-thit aspect of personality that developas under
group 8timuli. It 1s an act acquired, and an established
tondency to act with reference to some peraon or environ-
Eent, object or method (3). It 18 not inherited but
acquired, ufuslly in 4n informal learning procees, The
degree which each employee's attitude 1s established
determines his stabllity, personality and reliability, end
usually has & algnificant effect on his character, He
does not likely know what his attitude on an aspect in the
gshop is until he acte. Then it 18 not necesaarily revealed
by any single act, but more definitely by a repetition of
some act over a period of time, An employee can fake an
attitude a few timee, but not meny timea without being
changed by ths faking process and detected by his fellow
employees and employer (3).

An enployee has a fsvorable attitude usually toward
that which he believes to be helpful to hime-help that he
expects through the group or directly to himself, Con-
versely, he hes sn unfavorabls attitude toward that which
he believes to be harmful. Througk regular contact,
employees categorize each other by attitudes that have
necessitated action, directly or irndirectly towasrd 1lasues

concerning the group. Acceptsnce, rsjsction, or gn
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intermediate resction is derived from this interpretation.
If enough employees base their reaction, or attitude, around
those of any one person, thim person bscomes a "center
individual” or one influencing the group, and, consciously
or unconsciously, they look to him for leadership.

Leadership 12 a function of group activities, it i@
the group expreesesing 1ts recognized needs. It 1s the
process of solving recognized group needs, and directing
the activities of the group in group-epproved directions.
Some of the ways a person may assume these responsibllities
ares 1) to be an opportunist, 2) to be a conventionsal
defender, or 3) to be a challenger of established order
(3).

By good fortune, an employee might have become &2
group lesader when he accidentally walked acroas the stage
into the spotlight, It could have besn that he was attend-
ing a conpeny zeeting where the discuesion was devoted to
& highly controversial 1ssue. During the discussion, he
may have expressed hls convictions, which coincided with
the thinking of his fellow employeea. By this single action
he might poseibly catapult out of his former average self
into supsriority.

Another way an employes# may exerplify leadership
is by defending conventional group control., He may

ccurageously defend his union and uphold the customs that
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are under attack, Hig revard for defending the insgtitutien
gRy be in the form of group action reaulting in his belng
elé@cted to & union position ar being recommenfed for
promotion in hias department., The employee's mction may be
in rever e so far as lssues Ars concerned. le may challengs
or organize against the esmtablished order of institutions
or 1deas, HHis action might cause others to label him

rebel or herstic, but hls future rating will depend upon
vhether his venture was sound, timely, well executed, and
successful (3).

IThese types of leadership are typical of vhat
employees might &xpect from thelr collsegue who has been
promoted. Every employee¢ admires & person who txemplifies
e likeable personality and sound leadership gqualities,

Envy sight accompany promotions, but where these qualities
are pronounced, there is & good poassibility that friction
will not result. The reactiona might likely be harmonious

owing to smployees focusing on an outstanding character,

in-plapt and In-trade Senlority - Criterie No, 4 and 5
The term seniority is gemerally interpretsd to mean

the numdbesr of ysars an individuaml has worked in a particular
industry. It 1s often necesasary to jualify stataments

nade in reference to meniority and stete wheather in-plant

or in-trade is implisd. In-nlant eeniority has reference

to the length of time an employee has been continusously
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employ®d by one &ompany, while in~trade seniority refers
to the length of time an individusl has been employed in
the industry. It is not important if the employese has been
employed by one firm or many when the term in-trade
#eniority 1s ussd. In this study, seniority will be dis-
cuseed 1in terms of in-plant seniority, because this 1s& the
connotstion most commonly used in arbitration. Most
industries try to simplify matters where seniority is con-
cerned, thersfore they focus attention on issues dirmsctly
related to employees who have accomplished seniority with
one company (1).

The most important policy question in promotion 1s
the relative significance of seniority and abillity (12).
There has been an incr#ased tendency, in highly unionized
industries, to give more welght to seniority in making
promotions because union officials contend that length of
service 1s very important to their members.,

Ezployers, for the most part, have aligned against
smployse representativeam on this 1ssue. They have maintained
that the final decision on promotion is theirs, and thelr
selections are basitd on ssniority only when all other
qualities are equal (12-208). They have sought to keep
discussion on promotions to a minimum by inecluding seniority
clauses 1n contracts to allovw them zore freedem when

adjustzents in the worik force are necessary, 7To 1llustrate
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sanagement’'s stretegy, s senlerity clause teksn from a
contract of one of the larger industries reads: "promotions
« « + 8hall be based upon length of service and ablility

to do the job., Whenaver betwesn two or mors men ability

is fairly equal, length of service shall be the determining
factor" (1-247),

Inclusion of the "ability being equal" phrase has
caussd considerable controversy. In the opinion of the
eaployee, and his union, the mere fact that he has performed
8 certain type of work over & period of years is proof of
his ability (1). This thinking ususlly rsises two basic
questions: 1) Is the employee with the longemt service
necensarily the beat worker? 2) If vorkers automatically
qualify for bettér jobs by seniority, will there be enough
ineentive for nev¥ employess to improve their performence?

The first question wam trested in a gtudy conducted
by Dan Mater (8). In this study, it was found that up to
a point, smployees of higher aseniority are more efficlent
than those of lower seniority, and that above this point,
eaployees of higher ages are less efficlient than smployess
of lower ages (8). The study showed that the area of
above-gv cage sfficiency, as measured by age alone, extends
from 29 to 46, inclusive, It wes shown that senlority
affects efficlency. For exsaple, in the 35«30 year age

group, the most e#fficlent employees are thoss who have 11
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Yoady of ssniority. Ths most fmquent corbirk tiors of d&i®
an G asnlority which am held by employers who 8¢ & vé rige
o highyr in g fficlancy, as detarmimed by the study , are
thoge which total betwsen 33-60, inclusive (E-190), For
eX8pPla, o ¥ ~year-old linotype operator With 10 yeAre
ganhlority--ths total of which 1a 48--will fall in the apns
of gboys Bverage efficlency. On the oth#r hand, a 68.ysar-
0l4 employee with 30 ysars experience will fall ocutéide the
alsn and typleally will be leass than avarage in ®fficiency.
whe siécond queation (will there be® &ny incéntive for
ng¥ efployses 1f senlority is used?) iz generally answered
in the negative (1), This aspect of seniorit)y cauSes &
split {n smployees which might be called the haves and
hgve-ngts. The havea, elder suployees, are naturilly in
favor of seniority because 1t means securlty for them,
They fgel that senlority offers more security thén &ny
othgr promotional aystem, and their fear of not being #ble
to pecurg other Jobs makes them 1lwading advoc&tes of the
system.

The have~nots, younger e@mployees, ar#® usuilly
regardgd as tralness for higher pomitions but thi # does
not mean thgt they obteln promotiones without the normal
walting period aseociated with smilority. Promotions do

not com g fast to young employses wherws ®enlority systems
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are used, They usually have to welt until enough time has
bean mcoumulated before they are considered. Senlority
oftan results in young employees thlnking they mre not
rewarded for superior service, and leeds to an sttitude of
lndifference (8).

Initlial smploysment mlways brings enthuslsem, but
thie interest 18 not nurtured by young smployees where
seniority 1s preacticed, Instead of enthusiasm and efficilen~-
¢y, thess smployees are encouraged toward medlocre per-
formenceg (20)., Because of thls eitustion, younger men
usually favor senlority agresmente which give more welgnt
to aptitude as measured by merit ratiag (17).

Technological changes require employeea &né employars
to give gerious congideration to the beet gualified man if
the businesa s2zeks to make a profit. The pace het often
means that an employee must be mble to learn quickly and
thoroughly in order to make effective use of new asthods
and facilities., It 18 not unsommon to find young printers
wvho feel that their mechanical aptitude is smough to
compenaate for another's seniority and that they should be
assigned to a better position. The young employee feela
he 15 not promoted because he does not have seniority; not
because of lack of gqualificatlons.

A group of young psople eapeclally obstructed by

this systexz are graduatus of trade schools, speclaslty
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schools, 8nd collegee. These printers mrz often capable
of making velueble contributions, but are prevented from
doing mo where eeniority preveila, MNoet skiployers egree
that there i8 a shortage of trained printere to meet the
desmndes of industry. Moet of themx elso agree thet schools
sre helping to lIepsen thie shortege., 9Ihere 18 no doubt
that there im m place in printing for these people, but
they are usua2lly euperior to the status given them under
the eeniority wsystem. Seniority and ebility have been
d¢iscusased for sore time, and 1t is likely that the d&im~-

cussion wili continue,

Rellabllity - Criteriep ¥o. 6

4n employee who rerforma well without cloese swer-
vision and doees not have to be reprinded that e Jlob lms to
be done, is considered & valuable esplevee. Foployers
uerally give thie type of employee serious conmiderstion
vhen adjusteente in the work force neceagit.eote Prowotions
(7). Theee exployeea ere rnlieble, end in interrctttent
preduction, like printing, it 1s irTertant that emDloyere
tnov whe these employeee are 66 maximva use cen bs made of
thair skille. 2 relieble employee can be depended upon to
b¢ punctusl becsuse he ie congelous of delivery dates.

A raliable employse is mleo ona thet is not indig-
nent tovard group action when it 18 contrary tec hie expressed

opinion (7). Some employeee believe that dectelons basad
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on the will of the majority should mot be applicable to the
Einority., In an attempt to get revenge on those who ware
"mgainst”" him, this type employee will likely find excuses
for not cooperating with the organizetlon. Employere often
find that indignant employees are not reliable, sensequently
they are not promotable.

Frobably the most vaelld way of determining rellabllity
is to obeserve employees. O(ver a period of time, consiatent
behavoral patterns indicate the degree of relisbility an
employee® possesses. This pattern ias distinct, and 1s
altogether different fromw occasionel, perhaps brilliant
and spassodic demonatrationsz of initiative (7).

A relisble employes 18 one sought out by ssployers

and entrusted with responsibility and muthority.

Marital Stetus - Criterion ¥No, 7

At vas pentioned sarlier, lebor turmmever hes &
definite effect on production. Each permensnt enployee
ie considered an integral part of the enterprise, and his
performance affects production schedules because of axpenses
incurred. In coréer %c keep this expenaes to s minimus,
employers consider the atabllity of an employee befors
asmigning him more responaidbility., 4aé&ditional training of
some sort is often necesgary vhen presotiens ere mede, and
atahle emrlorvees offer greater assurance that the position

will be {f1lled for & reasonsble length cf time. Thie
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training is eomewhmt Jurtifiable when amortieed,

Ths stebllity of an emxployee depends, to a great
extent, on the marital stetus and economic need of employees.
Young employees, in particuler, are considered unstable
beceuse they sre ususlly sconomlically independent, and they
are often unmarried, 7Their inatability is evidenced by
the high rate of turnover of employess under 25 years of
agze (8). Generally, & married employee 18 more conscious
of his obligation becmuse his actieons not only mffect him,
but membere of hle inmediste family s well, Unless there
is inoome other than that of the smployee's selary, he 18

apt to consider Jjob changes mors thorougnly.

Bating Chart - Criterion No, R

T™he business enterprise concerned with operation
losses, including thoss incurred via the peraonnel metheod,
will psriedically analyze mll procedures and syatems used
by the firm to aese thet up-to-date methods are used. This
firm is likely to have = forzmal aystem for sppralsing
personnel imnventory which would be one of the eystemn
raviaved in the plant-wide check-up., To determaine their
valus, employees would have to bs appralsed in terms of
past, prasent, and potential performanesa, Heaguring
devices used for this type of appraiaa’l are known As

sarvice rating, employe# rating, and merit rating--as
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Rating
Position Location asof

Encircle rating figure for each quality: 5 Excellent, 4 Good, 3 Average, 2 Fair, 1 Poor
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Figure 2 - An example of rating chart develeped by the Civil
Aerenautics Autherity. By permission from Handboek Of
Persennel Management, by Dale Yoder, H. G. Heneman, J. G.
Turabull, and S. H. Stone, McGraw-Hill Book Company, 1958.




EFFICIENCY RATING
PERFORMANCE REPORT
N . Rel.
Responsibilities and Projects Imp. | Perform.
(Primary Job Functions) % | Achieved Standards
(A) (B) (© (of 100% Performance)
Types manuals, schedules and rosters; re- | 25 97 1. Accuracy of accomplishment:
gulations; narrative reports; stencils. (A) Non-Supervisors—
Performs each step correctly ac-
Prepares correspondence from dictation | 40 | 90 cordmgtoutabllshed procedures
or rough draft by Chief, or own initiative. (B) Supervisors—
L Correctly analyzes, plans, carries
Serves as receptionist, answers telephone; [ 10 90 out, and evaluates results on each
places outgoing calls; maintains complete | responsxbxhty or project.
supplies for office.
o . 10 85 2. Rate of pr
Maintains office files and equipment. Meets all deadhnes
Handles all incoming and outgoing mail 5 95 3. Getting along with others:
in office of Chief. Gets along well with both fellow-
workers and supervisors.
.ggx.97=.2§g ——— —
S0 X 90 =4 Ways to I
10 X 190 = .090 e oy T
.10 X .85 = .085
n More care in spelling and punctuation.
.05 X .95 = .048
= Maintain more careful check on regular
916 M supplies. be
V6 = o0 rsmriuint o i
| AN RS R D g
l 100%| ............... i R
INsTRUCTIONS FOR REPORTING ACHIEVE- Copk ror ReporTingG How NEAR
(A‘)'“l; BT cach - EMPLOYEE ACHIEVES 100 % STANDARDS
—Briefly list each major reponsibility | g _g4-1009; (Av. =
or project (what employee was VG—g7—93 % ? ( Az. - 88 gg?:: ':gl;‘ige
hired to accomplish). G —80-86% (Av. = 83) Average
(B) Enter percentage to show relative| p 70 790, (Av. = 76) Below average
1mportance of each responsibilityor | 7 _pelow 70 Unacceptable
(C)—Enter adjective or % merited for II S
each responsibility. | i
(I))—Specify particular habits or ways in Supervisor ! Employee Date Reviewed
which employee needs to or can r‘ |
(E)-g' ter adj " T T T o
eﬁclency ratings, enter adjec- ‘ . o~
or % for performance as a CDo MBS 8/30/49.._._ ...
whole considering relative impor-| -----------""""""" | (IS
tance of each responsibility. } e | (SRR |
Approved by Central Efficiency Rating |~~~ "~~~ LA e
Committee . [
weee--——__Rating:. . __Date:_______ s

Figure 3 - Numerical Rating Scale in which space is provided
for comments by the rater. By permissien from Persomnel

And Industrial Relations, by Dale Yoder, Prentice-
Hall, Inc., New York, 1948.
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Active and strong

Active but not strong

Usually careless of personal appearance

Usually neat personal appearance

Has a pleasing voice and manner

Very tactful in dealing with the public

Poor technical training for the work

Good technical training for the work

Poor head work in sudden emergencies

Good head work in sudden emergencies |
ften assigned to other important positions®®
ften assigned to fill a higher position**

Sometimes goes on a ‘‘tear’’
Drink is one of principal failings

4
Willing worker, but is not a leader
Does not plan or lay out work
effectively
Plans work wsll but lacks snap
in getting it done
Unus%lal a%ility in planning and | Gees
laying out work; good organizer } %% kr
Makes quick and accurate decisions| visory
Toolenient in maintaining discipline | "sative
Maintains good discipline poaions
Lacks decision
Ex&egtionally skilful in handling
ifficult situations

Figure & - Rating Chart desigmed to reduce interpretatiem by
the rater.
I

By permissien from Persennel Managesmeat And

rial Relatiens, by Dale Yeder, Premtice-Hall, Imec.,

New York, 1948.
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applied to personnel mansgement, these terms are synonymous
(5). The term merit rating® is used most freguently and
will appear throughout thie study.

The primary purpose of merit rating 1s to meaaure
and evaluste sach person's gqualities as objectively as
posaible, am related to his #ligibility for sslary increass
or promotion (5). It should be noted that this device 1is
frequently appliesd to "traits" for which there are no
objective units. (The term trait 1s used here to describe
the ewployes and@ the way he does his job.) Experienced
personnel in rating are likely to recognize that there ar®
no units for character, poise, capacity for executive
development, and other such characteristics. Ferit reting,
in spite of this difficulty, seeks to provide a measurement
of the degree to which such features are present in the
personilities of individusl employeess, in addition to being
applied to those traits which can be measured objectively.
A few ysars ago, & rating study listed some 57 traits which
have been included in verious rating forms (18). Many of
these, such as number of dependents, quelity of work,
length of service, spe#d, and safety records, may frequently

be datermined from reliable records,

#The term merit rating as us&d here should not be
confused with the term used in connaction with unsmployment
compensation and other such lawa,



An apprslssl of charmcteristics that cannot be
measured by pereonnel records in reference to production
is estentlal data end should be avealleble. This information
is important keceuee the basic or starting peint for many
other parte of the whele progras of personnel mansgezsent
originatee froz it, Eecruse merit rating is used to
detetmine what an employee's strong and weak points are,
and how he compares with others, perzonnel zesnagement can
sssist in lmproving the employee, Continuous observation
of each phass of an szployee's wvork efficlency and mttitude,
helps the supervisor to Leep constantly slert to thoes
things that need to be corrected in the employee's work,
vhen this inforsation 18 made aveilabls., Frequently the
supervisor will be able to make specific suggestions by
referring to the rating chart and noting the smployes's
sreas of retrogreass (5).

Ferit rating is mlso a useful device to be used as
a basis for training employess. From ratinga an employer
can determine if an employee has technicel training for
the work, ability in planning and organizing work, and if
the employe# 1s tactful in dealing with people, which are
important factors when contemplating training prograiss,
If personnel management has established a satisfactory
degres of reliablility in rating, this information can be

very useful to managsment in making s#lsctions. Careful



reviev of the ratings of all employesr minimizes the
poasibllity of any employee with above everage qumlifica-
tione being overlooked, Thies program seeks out employees
vho never push therselves forward, but sre potentially
valuable tp the enterprise,

A more inclusive and important use of merit reting
i» that of maintairing a continucus inventory of person-
nel (9). Every business enterprise has recognized the
need for kesping accurste records of its assets under the
headings of buildings, machinary, stock, and other matariale
familiar to those skilled in the organization. MNow the
human resources are slso being recognized. 1If good ratings
by units are checked mgainast apoilage, coats, safety, and
other recorés, shrewd employers can accusulste data for
making a useful classified inventory of personnel, Eome
of the remsons for maintsining such an inventory might be
expresssd in the following terms:

1. Employers are eble to group those who could bs
promoted,

2. Lmployera are able to group those who cannot
progress beyond their present grade.

3, Employers are able to group those whose
potentiplities for advencement are apparsantly very high.

4, Employsrs are able to group those whose per-

formance might improve 1f they were transferred to another
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Job (9).

The information that can be abstracted from merit
rating im unlimited and can b# made the basis for planning
in connection with promotion and other businesa functions,
Supplementary information, howaver, must often be uesed to
obtain reliable results. Unless the rating plan ylelds
accurate data, employees are likely to question its effec-
tivenass,

E'very business organization already has employee
merit rating of some type. 1n small companies, the rating
may never be recorded but simply "carried in the heads” of
those responsible for the success of business. In capes of

this nature employers " judge,"

rather than rate, employees.
dan has been judging man ever since the first two met,

Men have foruwsd opinionm by comparing ons with another.
Personnel decisions, however, ares much more important for
they seriously affect the lives of employees. Cerelessly
and unfairly made, theses decisions can tear down morale,
cause attitude to become antagonistic and embittered,
underzine confidence, and lay the foundation for pesrsonnel
fallure (9). Conversely, thoughtful and sympathetic
declisions can point the way to succeassful accomplishment.
A good test for any system 1s to check the degree to which
it does what 1t 18 suppossd to do.

Accuracy of resulte is slso a criterion which
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deteriines the® superiority of one rating system over another,
Thus, if & plan could be found which would always yield the
correct answers within close limita, 1.e. plus or minus
one per cent, other features making 1t difficult to aduinister
or #xplain are likely to be rationalized, There 1is little
doubt that some error will bes prement in application of a
rating factor, but if the error is minor, (normally assumed
as within plus or minus five per cent) the plan 1s deemed
satisfactory (9).

fMmere merit rating plans are concerned, & number of
characteristics contribute to the overall accuracy and make
one plan more acceptable then another. Perhaps the most
significant feature that & system may possess, to be
acceptabla, 18 the attalnment of consistent results, Con-
sistency, as used here, has reference to employes evaluation
that reflects the true characteristics of each individual,

Equally important to the succees of a good merit
rating plan ia the rater. This aspsct of merit rating is
where the strongest objection 1s commonly found. The
rater's Jjob 1s a complicated one, Even when behavior 1is
observable, 1t is not always easily evaluated (9). The
rater 1s huran and in rating an ewployee his interpretations
are not always repressentative of the real trait. 1If the

trait i1s to be expressed in a general way to allow latitudes
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of definition, the rater may err in his inferences, This
may be partly due to ths rater having difficulty in finding
specific inatances of concrets job behavior conceérning the
general trait, Evalusmtions in these cases ars likely to do
more harm than good.

Another ralated, but somewhat differsnt reason why
the rater deserves primary consideration ir the pomaible
psychological effecta ean smployese mey havée on the rater,

Jt oftan happens that the rated employes reminds the rater
of someons he knew favorably or unfavorably. Thia physiecal
resemblance or othe#r characteristic impels the rater to
rate the two men in similar terns even though the resson
for the assocliation 1s not explained at the tim® of the
rating (5).

derit rating, like all other criteris used in the
atudy, deserves importent consideration vwhen ccntemplating
a formal promotional system., Everyons in a democracy 1s
presumed to have #qual opportunity to learn whet hia
abllities are and how he ias judged by others, He usually
wishee to learn to use these abilitlea to his own as well
a9 to hia country's advantage. The employer's inatinct to
discover hidden talents in an individual is not always
reliable, therefore other devices are needed to mchievas
this.

Thers are many such devices in use now, but to what
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sxtent they &re belng used is not certain., It 1s certain,
however, thiat when all individusals in & democracy, or busi-
ness enterpriese, mre not using their mbilities to the graat-
est exteni, maximum strength always remains a few steps

avway.

faycholomicel Testg - Criterion ko, 2

In the printing industry, employers are likely to
be more consclous of mental capabllities of employeess than
ezployers of many other lnduatries. This 1s probably true
becaus® printing employers are intereated in mcquiring
enployees who are emotionally stable and mentally alert,
Printing production requires its skill workers to ba more
stable than a number of other industrize insomuch as
technical operationsg involved &are not classified among the
siepliest to learn and perform. Thers arf a nusber of
devices used to make apprelsels of this nature. Some
employers conslder psychological tests the momt reliable
device to categorize employses according to emotional
stabllity before employing them, and as s wmeans of making
sdjuatmente in the work force (16), Thers are aleo =ome
employ®rs who feel psycholo;lcll testes nre not worth the
expsnses necessary to administer them bscause they fesl
the teats are not relisble, Differences of opinion sre to

bs expected in any system, and these tests are no exception,
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extent they are being used is not certsin, It is certain,
however, that when all individuale in a democracy, or busi-~
negs enterprise, fre not ueing their sbllitles to the great-
eBt extent, maximum strength always remalne a few steps

avay,

Paveholoagincal Tegts - Cr!EQEQQn Hg. 2
In the printing 1nduatry, employere are likely to

ba more conscious of mental capabilities of employees than
employers of many other induasatries. This 1s probably trus
bécause printing employers are intereated in acquiring
employees who are epotionally stable and mentally alert,
Printing preduction requires its skill workera to be more
atable than a number of other industries insomuch as
technical operations involved are not classified among the
aimpliest to lsarn and perform. There are a number of
devices used to make mppralsals of this nature. Some
amployerzs conaider pmychologlcal tests the most rellable
device to categorize employees according to #motional
stabllity before &mploying them, and as & means of making
sdjustments in the work force (16), There are almo soms
employers who feel psychologlcal teste are not worth the
exp#nses necessary to administer them bacaume they feel
the tests are not reliable, Differences of opinion ars to

be expacted in sany syatem, and these tests are no exception,
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It hss been found, however, that paychologicel teste deo
have 8 plece in prosotion, but it is more limited than often
reslizsd (16),

There are a number of ¢ifficulties invelved 1in
paychologicel tests that employers fall to consider. One
difficulty e thet employers feel mcores on the tests must
be related to muccees (or feilure) on the Job (16-15%),
For exemple, if & test 18 to be useful, it 1s assumed that
exployeen who zske & high score on the teet should nsces-
sarily be promotable, and persene who make low acoreg are
coneidered to not be promotable. The difficulty im in
proving that these opinicne are well found#d; 1t i# not
safe to assuxe 1t. Tome of the problers connhected with
proving thet test scores ¢o correlate with succese are often
ovarlooked by many employere and their representatives in
charge of sdministering the tests. Unless teazt mcores are
interpreted properly, the employse is unjustly categorized,

another di1fficulty is that of getting a dependable
measure of Job success (16), Froduction recerds are use-
ful when avallable, but some kind of rating or ranking
method 1s usually helpful too. ARssultas of the test are
ureful where production workers are produelng pleve goods
which can be messured. There are smployess, howaver, who
do not fit thlis category bescause the number of pieces

cannot bs measured by individual, but depends on group



perforsance., FPaychological tests used in these cases would
not llkely ylald valld data, unless adjustments ars made,

The aveluation procedure is another difficulty found
in psychological testsm, This operation requires expert
attention from sxperienced personnel., Befors an svalustor
is employed, the smployer should be satisfied that this
peraon not only knows tests and atatistics, but that he 1is
well versed in fundamentals of teating and the use of tests
in the industry (6=154). ¥ith the use of deta obtained
from psychological tests, 1t is easy to lsbel an employee
with 2 test score that is not representative of him. This
i»s especilally true with I.Q., Teats., If there is an
indication that an employee hasm a high (or low) 1.Q., this
individual may be labeslled for the remslnder of his amploy-
mant with the company., It is mlso possible that thlae score
will be passad on to sudbsequant smployera. This is unfrir
to the employes because this clagsification was determinasd
solely on the baais of a teat which disregardeé other
thingas tkat should have bessn taken into account when the
svyaluation wvas made (16),

One other difficulty comes from the fact that test
results mey be suggestive to employers to ses in theilr
eaployess what th® test indicates im there, For example,
if a test says that a pressman is mubject to unpredictable

violent outbreaks, and if the enployer believes in the test,



1t becones very espy to vieuslize these charscte rietics

in the person, ¥+hen promotiona are being considered it ia
not very likely that employess placed in thie cetegory will
bs comlicered. The temt coulé be wrong and the employer
wlght never have thought of the intividusl in that respect
until 1t vas suggested by the tesat. This exaaples 1llus trates
the harmful effect that can be realized vwhen peychological
teate era improperly ueed. Thie test ehould be used only
after oareful anéd unblaeed gtudy of the particular employ-
ment altuation., ‘hille theze teats do have & plape 1in
prozotiom, 1t shoulc be remenbered that they only supplemente
not replace-~-other criteris necesmary when adjustmente are

to be sade in the work force (16).

Ihe Regults
Attitudes toward criteria were comPared by grouping

enployees into one group and employers into angther group,
and coRputing meen scorees of the two groups. Roempondents!
attitudes veres indiceted by numbers ranging from one
through nine with the emallest number "1" indleating
criteria mort preferred. FEach successive nueh~r 1ad 108 ted
the next order, or renk, respondente feal: criterie ahould
be placed, Criteria with the lowest mezn score in esch
group ware renked firet, and criteris with the higheat msan

ecore weyre ranked last,
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The relationships were determined by teating for the
significance of the Jifference between the mean seores of
the two groupa, For this purpose, the familiar "Z Teat of
Significant Difference” war uged, The Z soore indicates
the probability of the difference occurring by chance, In
this study, differences are not gonaldersd sizgnificant
unlega the Z scers exceeds 1,8, whioh places the difference
beyond the 5% level of probability.

Criteria for both groups, listed in order of prefer-
ence, ahow there le a close relationahlp between group
attitudes. This is alsc evidenced 1n the correlation table
(Table I). In this table, mean scores were listed An
ascending order according to groups., Criterla were compared
and deviation scores used to compute the correlation
coefficlent., The table showa the groups differed on two
criteria which were ranked seventh and eighth by e&mployess,
and wers ranked in reverse order by employeras. Criteria
two and three have deviation scores of .5 because smployee
mean s#cores are identicial; each received a mean score of
3¢35. Therefore they wére rsted equally in the table. Zero
scores in the "difference~in-rank"” column indicate there
were no devistions, and the two groups ranked these
criteria in the same order. To compute the corrslation
coefficient (r), the devigtion scores were squared (D2) and

the product uased to correlate the two groups. A perfect



TACLE I. RANA-OCRDER CORRELATION RBETWEEN
EMPLOYERS AND EMPLOYEES

Criteria A u pirt.
A F Rank Rank  Renk p?
Froficiency 2,45 1,90 1 1 Q 0
Fersonality 3.3 2450 2.5 e ) 25
Versatility 3,35 2,64 2.5 2 5 «25
Rellability 3,86 3,77 4 4 0 0
In-plant deniority 5.bb 6,36 5 5 o v}
In-triade Senlority 6,07 5.77 6 6 o 0
Rating Chart 6.13 6,82 v 8 1 1
Feychological tests 6,54 7,18 8 7 1 1
Marital Stetus 6.95 7.73 9 9 Y o
P2 = 2,50
Formula: r = 1 - 2 ‘1*8_.2:%7 B

A = Employass

B = Employars
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relationahip wo:ld be s correlation of 1.0,

Tadles II &nd IIX show grouped dsta of respondents’
attitudes towvard criteria according tc scores and the renk
given each criterion., 3imiliar comparisons wars made in
Tables IV and V, but instead of raw acores, respondents’
attitudes were converted to percentages, The "total"”
golupns of sach table show the number of rasspondants
ingluded in emch group. It should be noted that while
enployee "totals" are the same in each column, the "total"”
columna for employees varjy. The number of schedules for
each criterion wes the same. However, some schedulea
were not completed mccording to instructions., The total
nusber of respondsnts inmcluded in the study 1s 209-~189
esployses and 22 employers., 21xty~eight per cent of the
schedules were returned.

Jata on these tables show that attitudes of the
groupas differed on sach critaria, therefore, individusl
snalyses are made of criteria. 3eperate tables are
repro@uced to compare group attitudes on each criterla and

these are shown in Tables VI through X1V,
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TABLE II. EMPLOYEES CRITERIA RATINC AND MEAN SCORES
1 2 5 & 5 () 7 8 O Total Avge
A 6% S6 31 16 4 9 4 3 0 187 2.45
" 64 112 O% 64 20 sS4 28 24 0
g, %0 23 48 32 13 17 6 1 5 185 3,35
AQ A6 yhA 128 65 102 42 8 &%
c. 21 4 20 31 19 6 10 7 1 1B7  3.35
LI ] BN N S SN RN L W
24 26 34 3 30 13 12 1 5 185 3,86
P24 52 102 148 150 78 @4 3o 4O
3 12 1 19 28 31 3% 24 1§ 182 5.88
E. 3 o4 3% 76 140 186 245 192 171
y. 3 9 11 18 31 29 27 28 27 183 6,07
‘3 18 33 72 155 174 180 224 ph3
B8 6 5 11 21 3% 23 54 18 181 6,31
8 8 12 15 44 305 210 161 432 172
H 13 T 9 5 17 17 33 30 51 182 6.54
el BT B0 __ 85 __102 _231__23Q 459
. & 2 7 1 21 27 29 29 55 1B2 §.95
=é==éx===é===§Q=u=£¥é=£!§Z==éé€==§22==£2§==222=====n========
Proficisncy
Fersonallity
Versatlility
Reliabillity

Flant Seniority
in-trade Senlority
Rating Chart
Paychological Tests
Farital Stetuas

HEQEFMUODe
BoHtHuwH N
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TABLE II1I. EMFLOYERS CRITERIA RATIRG AND WEAN SCORES

1 2 5 4 £ & L 4 8 9 Total Avge
3. 12 5 3 o) 0 ) ) 0 22 1,90
g, 4 8 5 5 0 0 0 0 ) 22 2,50
o JRE SO0 1 SN, | T .- - Q 0 15
c. 4 10 2 2 4 0 0 0 0 22 2.64
Y. SO 8 8 __20 00 Q [+ B— |
0o 2 A 8 1 3 0 0 o 22 3,77
A R TR IOR.NP NEPR) NENY VOY. DU TS | e
= 1 @ o) 2 3 4 6 4 2 22 5.77
sl DTG - W 8 15 24 42 32 18 140
p, 0 O 1 2 8 4 A 3 0 22 6,36
N + S » N, N - S " — R - Q 127
o 2 0 o 2 5 3 5 5 22 6.82
& o. 2 8 .o _ 9 §_.% & _ S 195
. @ © 1 0 2 3 5 7 4 22  7.18
0.0 3 N (R T W, S 5 S—
1, & @ o) e 2 3 4 3 10 22  T.73

Proficisncy
Fersonallty
Versatility
Reliabllity

Flant fenlority
Trade Senilority
Faychological Teasts
Rating Chart
Marital Status

swaxEG"mEoQER
e ey
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TABLE IV. PERCENTAGE HATIRG OF CRITERIA FOR ENPLCYEES

_—————————

1 2 3 & ) 6 7 8 9
Fercentage Rating

A. 34 30 17 S 2 8 2 1.7 0

B 22 13 25 17 T 9 ? 1 3

C. 17 25 16 20 10 3 6 & 1

D. 13 14 18 20 16 7 6 2 3

E. 1.7 7 6.7 11 15 17 19 13 10

F. e B 6 8 16 15 14 15 15

G, 4 3 2.7 & 12 19 13 30 9

He y | 4 5 3 9 9 18 16 28

1. 1 1 4 5 11 14 16 16 30

A = Proficiency

B = Personality

C = Versatility

D = Raliability

E = In-plant Seniority

F = In=-trade Seniority

G = Rating Chart

H = Fsychologlical Teats

I = narital Status



TAELE V., PERCENTAGE RATING

OF CRITERIA FOR EMPLOYERS
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1 2 3 4 5 6 : 8 9

Percentags Reting
A, 59 0] 22 14 0 0 0] 0] 0
B. 18 36 23 23 o) 0 0 o) 0
cC. 18 45 9 9 18 0 o) o) 0
D. 0] 9 36 36 5 14 o] 0] 0]
E,. 0 0] 4 9 36 18 18 14 9
F. ) 0 0] 10 14 18 27 18 4
G. 0 9 o o) 9 23 14 23 23
H. o o) 5] (o) 9 14 23 31 18
) O o) o) o o 9 14 18 14 45
A = Froficlency
B = Personallty
C = Versatility
D = Rellability
E = In-plant Senlority
F = In-trade Seniority
G = Psychological Tests
H = Rating Charts
I = Marital Status



Proficiency

The Z score of 1.5 indlicates that the data obtalmed
for proficiency can occur by chance seven times in a hundred,
The difference is slightly above the 5% level; therefors 1t
ie not considered significant.

TABLE VI. COMFPARISON OF EMPLOYEES ARD EMFPLOYERS
IN RANEING PROFICIENCY

Mean
Score S.I. Rank 1 2 3 &4 5 6 T 8 9

A. 2.45 1,65 No. 64 56 31 16 4 9 4 3 0
%4 34 30 17 9 2 5 2 1 0

(Total = 187)
B. 1.90 1.64 No. 13 1 5 B 0 0 0 (0] 0

4 59 5 22 14 0 O O O ©

— (Total = 22)
Z = 1.5

»
"

Employees

(o)
1]

Employers

Table VI shows respondent attitudes by groups along
with number of scoresm for each rank. In addition, the mean
scors and standard deviations are shown for amployers End
smployees.

Proficiency was preferred by 32% of the 187 employees
and indicates that the group felt this was the most
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important criterion that should be considered in promotion.
In comparison, 59% of the 22 employers felt this criterion
should be moat important. There 18 no significant dif-
ference of mean scores am indicated by the Z score; however,
the percentagss of respondents within the two groups d4if-
fered. Proficlency has 64 acores (34%) for first prefer-
ence by employees and almost an squal score (56 or 30%) for
seconé preference. This contrasts with 5k of employers
vho indicated proficiency as their second preference.
Only four percentage polints separate the first and second
preferences of employees, while 45% aseparate the esame
preferences of employere. Thlis indicates that employers
as a group place more emphasis on proficiency than employces
do.

deventeen per cent of employee rempondents preferred
proficlency as third important criteriea for promotion,
while 224 of employers felt this criterion should be
third in importance. There is a difference of 4% between
attitudes for this position. This indicates that employees
placed proficlency as either first or second choice as
compared to employers who placed proficiency as either
firset or third choice. 1In fact, employers show they pra-
fer proficliency as a fourth cholce rather than in second
position. There were 22% who ranked proficlency fourth,

whereas only 5% (or one respondent) indicated proficiency
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should be ranksd number two in importance.

In Table VI, data show that no one of the employers
scored proficiency below the fourth position, but 8% of
employees sald proficiency should be considered less
important and ranked it in one of the laast four positions.
Of those who prefer proficiency in the second division of
all criteris, 5% indicated sixth position as their prefer-
ence. Two per cent placed proficiency in seventh position,
while 1% preferred proficiency in eighth position,

The standard deviation scores (1.65 and 1.64) of
employees and employers respectively, attest to the homo-
genelty of the two groups. However, the mean scores are
separated by .55 point and reflect the difference of the

two groups 1in ranking proficiency.

Personality

There is a difference in the attitudes of both groups
toward personality, and from the Z score obtained, the
difference 1s sigrificant well below the 5% level. Prob-
abllity of this data occurring by chance 1is less than
fourteen times in a thousand.

Lmployers and smployees heve no common area of
agreement on personality as e criterion for promotion.
Both groups ranked this criterion high es their first

prefersnce, but the similiarity ends there. TFmployees who
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favored p#rsonslity as most important criterion were 22%,
while employers who preferred it as criterion number ons
weres 18%. The data show that smployers conslider personality
more important than do employsss. (See Table VII)

TABLE VII. COMPARISON OF EMPLOYEES AND EMFLOYERS
IN RANKING PERSONALITY

_ ==

Mean
Score B.D. Rank 1 2 3 4 5 6 T 8 9

A. 3,35 1.94 No. 40 23 48 32 13 17 6 1 5
£ 22 13 25 1T 7T 9 2 1 3

(Total = 185)
B. 2,50 1,03 Bo. 4 8 5 5 0 0 O O

§ 18 36 23 23 0 O O O O

(.:th; = 22)
Z =34

Compared to all criteria, personality was ranked
second by both groups. Thirteen per cent of employees felt
personality mhould be in this position compared to 36% of
employera who ranked 1t as the number twe criterion. The
number of employers who favored personality more than
doubled the parcentage of employesm who f#lt the same. The
percentage of smployers who ranked perscnslity ms their

second preference was larger than any single score indicated
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by employees for thie criterion,

Anelyzing percentages of the groups, it can be seen
that eBploy®e respondents did not heavily favor person=
f1ity in &ny particular position. The higheagt acore of
s@ployees for personality 1s third which was preferred by
only 25% of the group. This mcore 1s compared with the
actusl rank of personality (number 2) which only 13§ of
employees preferred. There were 23% of the employers who
preferred personsality as their third choice and no one of
the employers ranked it below fourth position, while 24% of
the employees indicated this criterion should be in fifth
position or lower., Seven per cent of employees felt per-
sonality should bs considered fifth, while a relatively
large group, 9%, considered 1t sixth in importance. The
percentage of employees ranking personality last were 4%,
which #xceeded the percentage of respondents that ranked
personality in eighth position.

The distribution of employee scores was relatively
wide, and this was evidenced by the 1.94 standard deviation
score that wvas somawhat larger than the 1.30 standard
deviation score of employers. While employers' scores were
grouped in four positions (1 through 4), employee scores
were apresd over nins poaitione, which indicates the latter
group was somewhat undecided on personality as an important

criterion for promotion. The largest number of employee
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scores was for third position--48 respondente listed person-
ality as thelr third preference. Employees have identical
mean scores for criteria two and three, personality and

versatility; both have mean scores of 3.75,

Versatility

The Z score of 2.2 for versatility indicates that
there 1a a difference that 1s significant beyond the 2%
level.

A8 a criterion for prosmotion, versatility was highly
favorable to employee#s. This criterion wes ranked third,
but 17% of employees felt it should be ranked as the most
important criterion while 25% felt 1t should be ranked
second, (See Table VIII.) Comparing thess mttitudes with
employers, 18% considered versatility the most important
criterion, but 45% of the employers ranked it second.
Employers who renked wersatllity second were almost one-
half of the total. In comparison, the largest percentage
of employees that agreed on & specific rank for versatility
was 25%.

The two groups differed on the third position for
versatility. Nine per cent of employe®s ranked it third
as compared to 16% of eumployers who ranked this ecriterion
in the same position. Fifty-eight per cent of employee
respondenta felt that versatility should be considered
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one of the threes most important criterisz for premsotion, while
72% of employere considered 1t to be one of the top three
criteria. Of the two groups coabined, X2f ranked wersatile-
ity fourth in importance: 20% of these weare enployees and
18% were employera,

TAELE VIII., COMPARISOM OF EMPLOYEES AND EMPLOYERS
IN RANEING VERSATILITY

e

Mean
Score S.l. Rank 1 2 3 4 5 6 7 8 9

A, %.35 1,92 Ho. 31 46 20 37 19 g 1w 7 1
% 17 25 16 30 10 3 £ 4 .9

B, 2.64 1,37 No, 4 10

A = Employees
B = Employsra

No one of the employers ranked versatility lower
then fifth posmition, but 23,9% of smployeem prefarred it in
each of these: 10% wmelected it mas their fifth cholece, 3%
selected it sixth, and the last two positions were favored

by 4.9% of employeen.



In géneral, employea percentagee indicate that this
group bad similiar attitudes toward versatility. For the
most part, employers agreed on the gemeral importancea of
thi® criterion, but employee ecores were distributed among
three poeltions, and no one of the three had less than 15%
of employees' scores. Table VIII indicates that employces
felt thet versatility should be considered important in
either of four positions., The table also indicates thet
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no one of the first five positions waa favored by less than

ten per cent of employees; however, versatility ‘wee not

favored by a large majority in any one position,

Rellsbility

The Z score of .26 for relisbillity indicetes that
the difference 1s not significant at the 5% level. The
probability of chance for this score 1s fifty-flve times
in a hundred,

Rellabllity was ranked fourth by both groupsa, but
Table IX reveals that the two groups differed on the
importpnce of this criterion, while employere considered
it igportent, they did not feel it should be ranked first,
but 13% of the employees considered 1t important enough
to be ranked first, Rine per cent of employers favored
reliabllity as thelr second choice comparad with 14% of

employees who ranked it second,
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TABLE IX. COMPARISON OF EMPLOYEES AND EMPLOYERS
IN RANKING RELIABILITY

Mean
Score 8.D. Ramk t 2 3 &4 5 6 T 8 9

A. 3.86 1.96 No. 24 26 34 37 30 13 12 4 S
4 13 14 18 20 16 T 6 2 3

(Total = 185)
B. 3.77 1.12 No. O 2 8 8 1 3 0 0 ©

H

% 0 9 36 3% 5 14 o0 O0 O

(Total = 22)
Z= .36

A = Employees

B = Employers

Both groups indicated that they felt this eriterion
should be given consideration in either third or fourth
position. Employees had 18% favoring reliability in third
place while 20% favored 1t in fourth place. However,
employers were equally divided on reliability for these
positions: 36% ranked it third and the same per cent ranked
it fourth.

More than three-fourthe of employers ranked reliabil-
ity in the first four positions as compared with 65% of
employees who considered it one of the four most important

criteria for promotion. The remaining 35% of employees
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ranked reliability in each of the last five places. Sixteen
per cent felt 1t should be ranked fifth, and 7% felt 1t
should be ranked sixth. The smallest percentage, 5%, of
employers ranked reliability fifth while the second largest,
14%, ranked it sixth, No employers felt relliability should
be ranked lower than sixth, Employees who felt reliability
should be ranked seventh were 6%, and 5% of employees ranked
this criterion in the last two positions=-2% ranked it
eighth and 3% ranked it ninth.

Table IX shows that employees felt reliabllity
should be highly considered in either of five positions.
The highest point spread between the first five cholces
was flve points. 1In comparison, the highest point spread
for employers was 12 points--which more t‘han doubled the
spread of employees. Employers indicated reliabilily was
considered impcrtent in three positions: third, fourth,
and silxth. However, 1t was ranked highest in third and

fourth positions by slim margins.

In-plant Seniority

The Z score of .19 for in-plant seniority indicates
that the difference is not significant beyord the 5% level,
The probablility of chance for this score is sixty-nine times

in a hundred.
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TABLE X. COMFARISON OF EMPLCYEES AND EMPLOYERS
IN RANKING IN-PLANT SENIORITY

Mean

S8core 8.D. Rank 1 2 3 4 5 6 T 8 9
19
5

A, 5.83 2,02 No. 3 12 11 19 28 31 35 24
£ 1.7 T 6,711 15 17 19 13
(Totel = 182)
B. 571 1.36 No. O O 1 2 8 &4 4 3 0
% O O 4 9 36 18 18 14 0
(Total = 22)

Z=,19
e —

A = Employees
B = Employers

In-plant seniority was ranked fifth by employers
and employeee. Table X reveals that 15.4%4 of employees
considered in-plant seniority important enough to be placed
in each of the first three positions. Employers indicated
they considered 1t less important and only 4% ranked it as
high as third position. No one of the employers selected
this criterion as his first or seocond selection. 1In
comparison, 1.7 employees indicated in-plant senlority was
their choice for the most important criterion for promotion.
Seven per cent of employees ranked in-plant seniority in

second place, and 6,7% felt it should be ranked third,
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Both groups rated in-plant seniority relatively high
in fourth and fifth positions, but employers indicated this
criterion was their choice for fifth most important
criterion. While 11% of employers preferred 1t for fifth
place, 36% of employers ranked it in this position. 4s a
fourth criterion for promotion, in~plant seniority was
preferred by 11% of employees and by 9% of employers.

Table X shows that 50% of employees preferred in-
plant seniority in the last four positions as compared with
554 of employers who ranked 1t in the last four positions.
Employers considered 1t equally important in sixth and
seventh places. Thirty-six per cent of employers had 18%
of respondents equally divided on these two positions,

Employees had similiar attitudes to employers on
this criterion. They also had 36% of respondents divided
between sixth and seventh places. However, 19% indicated
seventh place was their choice as compared to 17% who
preferred sixth place. For eighth position, 13% of employ=-
ers selected in-plant seniority while 14% of employers
selected in-plant seniority for this position. No indica-
tion was given by employers that they considered in-plant
seniority ninth in importance, but employees had 5% ranking
it in this position.

It 18 evidenced in the table that employers considered
in-plant seniority more important than did employees. Of
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employers, 36% placed it fifth, whereas only 19% of the
employees felt this way. Both groups indicated they pre-
ferred this criterion in three positions: (fifth, sixth, and
seventh. The two groups, however, differed on the exact

position in-plant senlority should be ranked.

In-trade Seniority

The Z score of 1.3 for in-trade seniority indicates
that the difference 18 not significant beyond the 5% level.
The probability of chance for this score 1s fifteen times
in a hundred.

In-trade seniority was ranked sixth in comparison
with all criteria used in the study, but Table XI shows
that employees and employers ranked it fifth and seventh
respectively by percentages. Of the employer group, 27%
preferred in-trade seniority as sixth criterion while 16%
of employees preferred it in the same position. Both
groups had few respondents who felt this criterion should
be the most important of all criteria. Two per cent of
employees, and 5% of employers ranked it first. Employees
had 11% who preferred in-trade seniority as their second
and third choices. Five per cent of the group sald this
criterion should be second and 6% said 1t should be third
in importance when considering an employee for promotion.

No one of the employers ranked in-trade seniority in second
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or third positions.

TABLE XI. COMPARISON OF EMPLOYEES AND EMPLOYERS
IN RANKING IN-TRADE SENIORITY

Mean
Secore S.D. Rank 1 2 3 &4 5 6 T 8 9

A. 6.07T 1.36 No. 3 9 11 18 31 29 27 28 27
% 2 9 6 9 16 15 14 15 14

(Iotal = 183)
B. 6.3 1.84 Ho. 1 O O 2 3 4 6 4 2

% 5 © O 10 14 18 27 18 9

(Totel = 22)
Z= 107

- — - ——— — — — — — ————_ _— —__ — — ]

A = Employees

B = Employers

In comparison, the two groups had similiar attitudes
toward the importance of in-trade seniority in positions
four, five, and six. Nine per cent of employees ranked it
fourth as compared with 10% of employers who ranked it in
the same position, The employer group had 14%, and the
employee group had 164 who prefer in-trade seniority as
their fifth choice, and 15% and 14% of employees and
employers, respectively, said in-trade seniocrity should

be sixth most important criterion.



82

Twenty-seven per cent of employers, compared with 14%
of employees, preferred this criterion in seventh position,
Employees had a larger percentage who preferred in-plant
seniority in ninth position than 4id employers. Only 9%
of employers indicated 1t was their last choice while 14%
of employees indicated 1t should be ranked last.

Employees had no fewer than three respondents who
felt that the length of service in a plant should be ranked
in every position on the rating scale. Employers' percent-
ages indicate thet this group ranked in-trade seniority
high, but in sixth, seventh, and eighth positicns. Only
154 of employers preferred it as one of the four moet
important criterila while 22% of employees preferred it in
these positiona. The table indicates that employees
differed on the importance of the criterion more than

employers did.

Psychological Tests

The Z score of 1.3 for psychological tests indicates
that the difference is not significant beyond the 5% level,
The probabllity of chance of this score 1s fifteen times out
of a hundred,

The criterion psychological tests was ranked seventh
by employers and eighth by employees, Table XII gives some
indication as to why the mean score for employers was

higher than the score for employees, thus causing the
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criterion to be ranked differently by the two groups. In the
table, 69% of employers ranked psychological tests in
positions slx, seven, and eight, and the other 31% were
divided between three positions: +two, five and seven.
The largest percentages were divided among three positions
which were 23% for sixth, 23% for eighth, and 23% for ninth
positions. Employers d41d not rank positions one, three
and four for psychological tests and 9% indicated they pre-
ferred psychological tests to be ranked in both second and
fifth positions, while 14% felt it should be in seventh
position. The three largest percentages of employers
indicated that as a group they were undecided on any
particular position for psychological tests.

In the employee group, 52% felt that psychological
tests should be ranked in the last three positions: 18%
preferred it as seventh cholce; 16% preferred it as eighth
choice; and 28% preferred it as last choice. The remaining
44 of employees were divided between the first six positions.
Seven per cent indicated psychological tests should be con-
sidered the most important criterion, and 4% preferred it
as thelr second choice. Five per cent of employers selected
thie criterion as their third choice while 13% ranked 1t
fourth, The smallest number, 3%, ranked psychological
teets fourth among important criterla to be considered when

promoting an employee.
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TABLE XII. COMPARISON OF EMPLOYEES AND EMPLOYERS
IN RANKING PSYCHOLOGICAL TESTS

e
— i S —=

Mean
Score S.D. Rank 1 2 3 4 &5 6 T 8 9

A, 6.54 2,48 No. 13 7 9 5 17 17 3% 30 &1
£ 7 4 5 3 9 9 18 16 28

(Total = 182)
B, 6.82 2.01 No. o 2 o O 2 5 > 9 5

¢ 9 0 O 9 23 14 23 23

(Total = 22)

Z2=1.3
P———

L]

Rating Chart

The Z score of 2.16 for rating chart indicates there
is a difference that i1s significant well beyond the 5%
level. The probability of chance for this score is nine
times in a thousand.

The two groups had different attitudes on the
importance of rating chart when 1t is used as a method of
promoting employees: employers' mean scors ranked 1t
eighth and employees' mean score ranked it seventh, While
employers considered 1t their eighth choice, Table XIII
indicates that 958 of the group ranked it in fifth place or
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lower, and the remaining 5% considered rating charts as one
of the first four criteria to be used in promoting employees.

TABLE XIII., COMPARISON OF EMFLOYEES AND EMPLOYERS
IN RARKING RATING CHART

I

Mean
Score S.D, Rank 1 2 T A 5 6 7 8 9

oo
()

A, 6.31 2.10 No. 5 11 21 35 23 54 18
% 4 3 2,7 6 12 19 13 30 10

(Total = 181)
B. 7.18 1,50 No. O O 1 ©0 2 3 5 7T &4

A = Employees

B = Employers

The table shows that a larger percentage of employees
considered this criterion more important in promotion than
did employers. Four per cent ranked it as the most importent
criterion and 3% ranked 1t as thelr second choice. Those
employees who indicated rating chart should be ranked
third were 2.7%. Six per cent of employees listed this
criterion as their fourth choice while 12% and 19% felt
it should be ranked fifth and sixth respectively. Eamployees
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had 59% as compared with employers who had 72%, who felt
rating chart should be ranked in the last three positions.
Of these employees, 13% ranked i1t seventh, 30% ranked 1t
eighth, and 10% ranked it ninth in importence.

Teble XIIXI shows that there was a great difference
in the sttitudes of respondents toward this criterion.
Employees' percentages indicate that they felt rating chart
has som® merit as an exclusive promotional tool, while
employers' percentages indicate they felt rating charts
should be used only as a supplement to other co¢riteria, or

not at all.

Marital Status
The Z score of 2.4 for marital stetus indicates there
18 a difference that 18 significant well beyond the 1% level,
Marital status was ranked ninth by both groups and it
was considered the least important of all criteria used in
the study. Both groups have large percentages indicating
i1t should be ranked in last place: 45% of employers and
30% of employees. (See Table XIV,) Employers did not feel
marital status should be considered as one of the four most
important criteria, but 11% of employees 1ndicated that they
considered 1t important. One per cent of employers felt this
eriterion should be first, and ancther 1% felt 1t should be

second most important. Four per cent preferred marital etatus
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as their third cholice and 5% of employees ranked this

eriterion in fourth place.

TABLE XIV. COMPARISON OF EMPLOYEES AND EMPLOYERS
IN RANKING MARITAL STATUS

—_——————————eeeeee—_————eeeee e ——

Hean
Scores S.D. Rank 1 2 3 4 55 6 T 8 9

A, 6.94 1.84 No. 2 2 7 10 21 27 29 29 55
% 1 1 & 5 11 14 16 16 30
(Total = 182)
B. 7.72 1.00 No. O O O O 2 3 & 3 10
4 0 0 0 O 9 14 18 14 45

(Total = 22) ,

Z=2.4

A = Employees
B = Employers

Employers who felt that marital status should be
ranked fifth were 9% as compared to 117 of employees who
felt it should be placed in the same position. The third
highest percentage of both groups, employers 14% and employ-
ees 14%, ranked this criterion sixth, Sixteen per cent of
employees preferred marital status in seventh place and

another 16% preferred it in eighth place. In comperison,



184 and 14% of employers ranked this criterion 8eventh aud
elghth regpectively.
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CHAPTER II1I
SUMMARY AND CONCLUSIONS

Increasing the productivity of the enterprise 1is
menagement's primary concern. One of the inexpeneive ways
of agcomplishing thls objective 1s through maximum utiliza-
tion of the work force. This can only be done when per-
sonnel are inventoried and data made svailable that keeps
management informed of employees and their importance to
the organization.

To inventory personnel deces not necessarily imply
that standard forms must he adopted to rate, or evaluate,
employees but rather, 1t means any systematic way of know-
ing employees ap 1ndividuals and production workers.,

Zvery plant has a productlon crew that has developed
individuality to some degree. They have pecularities
uncommon to other plants, and management should know what
they are. Geographlic location, printing backzgiound, arees
of work, and other factors cause printers to be different,
but in many respects they are homogeneous. This is not
only true of ¢mployees, but it is also true of »sthers;
management also demonstrates this characteristic. Printers
are interested in contributing to the enterprise and the
printing industry. Therefore, they are concerned about

the welfare of other printers as well as thelr own.
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This study investigated two groups who are major con-
stituents of the printing industry. Although individual
attitudes were solicited, i1t was only natural to expect that
each person would be influenced by factors other than per-
sonal convictions. In this instance, the subject auto-
matically provoked each respondent to align with his group.
The results indicate that two groups replied; not individuals.

Employers who promote employees on the sole basis of
seniority are apparently lnterested 1n maintaining latitude
of freedom which allows them to be flexible when adjusting
the work force. Young employees are faced with impossible
situations where seniority ie practiced. It is obvious
that a young person cannot have senlority i1if he has Just
started working, therefore these workers are not content
to walt for years before advancing in the organization;
expecially if their performance warrants promotion.
Employees indicated they prefer promotional criteria that
permit advancement on the basis of individual merit. They
alse indicated that the common practice of using seniority
a8 a basis for promotion was not highly favored as a
criterion.

Older employees apparently recognize the injustice
of seniority also. Those who indicated they had been in
the industry for more than 10 years did not give any

impressive indication that senliority was theilr cholice for an
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important criterion; only 15 of 182 employees ranked senlority
in the first and second places.

In general, there were no indications that the
segments of a group had any particular preference. Areas
ass igned to work, educational background, and length of
service were not determining factors, but those employees
who indicated they had worked in more than one area tended
to rank versatility high. This 1s an indication that these
workers advocate that an employee should have a working
knowledge of several areas before he 18 promoted.

The study revealed that both groupe agree on pro-
motlonal criteria in goeneral, but employers had an lmpres-
sive number of responicnts that favored versatility and
performance.,

Although there are areas of general agreemen?
between the two groups, it should not be assumed that
employers and employees value criteria for promotion the
same. The areas of agreement are very general, and only in
a few positions did the two groups indicate they welghed
criteria th-s same,

The study supported opinions of personnel author-
ities that formal promotional systemes are feasible 1f
criteria are carefully selected and the work force 1s con-
8idered when programs of this nature are planned.

Employers should not be resluctant to evaluate ~pinions of
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employces when meking declsions that affect employees.
Another section of this study 1llustrated the financial

and emotional effects that accompany unjustified promotions.
There 1s reason to believe that well-selected criteria that
are publicized would be an invaluadble asset to employer-
employee relations,

Finally, management 1s reassured that 1t is his
prerogative to manage end make final decisions that affect
the enterprise, but in so doing, his authority will
increase 1f policles of the plant are established and made
avallable ae general information to employees. ©On this
regard, criteria such as proficiency, versatility, person-
ality and leadership, and reliability have merit worthy of
consideration in initiating, or revamping, systematic

promotional systems in the printing industry.
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APPENDIX A
Exesmple of Form Letter Halled to Employers

[Dear Sir:

As explained in the cover letter mttached to esach
of the questicnnalires, the Faton Rouge area weaa selected
because of proximity. Peceause of the number of managers
and shops utilized in this study, it is important that
avery effort be made to secure the opinion of each
indivi&ual in your plent who ies & skilled printer, In
this regard I &m soliciting your cooperation in the
following ways:

1. 3eparate the queationnaires sc ae to have
two groups--«one designated Hanagement and
the other Employsea.

2. It is désircus that each menager (all persons
suployed in maragerial cespaclities) £111 out
the questlonniaires designated for management.

3. Select an employse representative and reqguest
him to distribute the gquestionnaires to each
szployee.

4, It would be aprrecitted if a few moments could
be allowsd at your earliest convenlience for
distribution, completion, and collection of
the questionnaires.

5. Pleass sese that the questionnaires ars placad
in the stamped, self-addressed snvelope and
mallad to me,

Sincerely,

Mitghell Albert, Jr,

g6



97

APPENDIX B

Exanpl® of Form lLetter Attached to Schedules Along

With Instructions for Suestion EBix

Dear Fespondent:

The attached questionnalre is d#signed te Eather
data for a &tudy comparing the prozmotional systems favored
by management to that favored by emploress in the printing
industry of EBaton Rouge, Loulslana, Thia survey has been
approved by the local leaders of the various unions as
well as indepmndent leaders and many of the managers of
Baton Rouge printing firms.

Because I am & native of Loulsiana end employed in
Baton Rouge, thls particular clty has been selected,
Therefore, each shop, and rarticularly, sach individual's
opinior 1&g needed to make thls atudy complete, It is mot
the intent of this study to compare or criticize any
individual system, but to collect and complle data to
represent the Eaton Rouge area as a whole, Since the data
are to be used in this regard, neither the names of shops
nor individuals are needed.

This study 1s being made to fulfill part of the
requiremente for the Master of Bclence degres in Frinting
Hanegement &t South Dakota State College,

Your cooperation and prompt reply will be
apprecliated.

Sincarsly,

#ltchell 4albert, Jr.
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APPENDIX €
Exaeple of Instructions Included for Question Six

Complete question number six (6) on the attached question-
naire to reflect YOUR opinion., 1If you feel that Veraatility
is the moat important criterion, when con#idering a posiaibl®
promotion, it should bs scored "1", i1f you feel that Fro-
ficlency 1s second in importance, it should be scored "2"
and so on until sach criterion has been rated. The space
provided to the right of "others" should be utilized when
there are other qualities not listed, that you feel are
worth considering,
8__ Ability to produce high qumlity work in minimum time.
(Froficiency)
Capable of producing in more than one mrea in the shop,
(Versatility)
2 __ Abllity to influence and get along with others.
(Fersonsality and leadership)
4 In-plant Seniority. (Yesars with firm)
3 In-trade Seniority. (Total professional experience)
5. Reliability, (Punctuality)
Narital status and/or number of dependents.
(Stability & economic need)
Q__ Rating chart., (Employee performance record based on
a point scale kept over a epecified period of time)
1__ FPaychological tests. (Emotional stability)

Others.
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APFPENDIX D

Example of Schedule of Questions Completad by Employe=s

EMPLOYEES' QUESTIONKAIRE

1. HOW MANY TOTAL YEARS HAVE YOU BEEN EMPLOYED IN THE
FRINTING INKDUSTRY?

(es) 11=15 ymars
(d.) 16-20 years

——

2 o) 1=5 years
b.) 6=10 years

(e.) Over 20 years ____
2., WHICH OF THE FOLLOWIKG CATEGORIES IS APPROPRIATE FOR
THE SHOP IH WHICH YOU ARE NOW EMFLOYED?

(a.) Small shop (15 employees or less)
(b.) Hedium shop (16«30 employees)
(c.) Large shop (31 employees or more)

3+ WHAT IS YOUR STATUS REGARDING MEMBERSHIF IN PRINTING
UNIONSB?

(2s) I am not now, and never have been affiliated
with any printing union

(be) I mm not now, but at one time was = member of
the union,

(¢cs) I am now & member of the union,

4, WHAT AREA ARE YOU NOW ASSIGNED TO WORK?

(a.) Composition ___  (d&.) Pressroom
(v.) Stoneroom __ ~ (Letterpress) ___
(e.) Pressroom (e.) Bindery ____
(offaat) (f.) Engraving
(g+) Stereotype ______
5. HOW DID YOU RECEIVE YOUR TRAINIKG FOR THE PRINTING
INIUSTRY?

(a.) Union apprenticeship e
(b.g Other on~the-job training ___
(ece) Two-year trades school

(d.) Four-year college progras
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5. (Continued)

(e.) Combination on~the-job and trade school
(f.) Armed Forces education program
(g.) Vocational High School

Crape—

6., HCW INFORTANT DO YOU FEEL THE FOLLOWIHNG CRITERIA ARE
WHEN CONSIDERING A PERSON FOR PROMOTION IN THE INDUSTRY?
UTILIZING A RATING SCALE, INDICATE THE ORDER IN WHICH
YOU THINK EACH SHOULD BEE CONSIDERED, STARTING WITH "1"
FOR MOST IMFPORTANT.

Abllity to produc# high quality work in minimum time.
(Proficiency)
Capable of producing in more than one areésa in the shop,
(Versatility)
Abllity to influence and get along with others.
(Parsonality and leadership)
Ineplant aeniority. (Years with fim)

— __In-trads seniority. (Total professional experience)
Feliabllity. (Punctuality)

__Marital status and/or number of depsndents, (Stability

and sconomic need)

Rating chart. (Employee perfomsance record based on a

point scale kapt ovar a spacified period of time)
Paychological testas, (Emotional stability)

Othsrs, (Explaln brisfly)

T ———— — e
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APPENDIX E
Exgaple of Bchedule of Questions Completed by Employere

MANAGEMENRT'S QUESTIOKMAIRE

1. HEUW %4NY TOTAL YEARS RAVE YOU BEEN EMILOYED IN THE
PRINTING IWDUSTRY?

(ne) 15 years _____ (es) 11-15 years
(bs) 6-10 years (d.) 16=-20 years

(e.) Over 20 years

2, WHICH OF THE FOLLOWING CATEGORIES IE AFPROPRIATE FOR
THE SHOP IN WHICH YOU ARE NOW EMPLOYEDs Production
iorkers Cnly

(as) Small shop (15 employees or less) ______
(b.; Medium shop (16«30 employeee)
(¢.) Large shop (31 employees or more

3. WHAT I8 YOUR STATUS HEGARDING MEMBERSHIF IN PRIRTING
UNIOHS?

(as) I mm not mow, and never have been affiliated
with any printing union _____

(b.) I am not now, but at one tize was & member
of the union,

(ce) I gm NOW g member ol the union.

4, WERE YOU AT ARY TIME EMFLOYED AS A SKILLED WORKER IN
THE PRINTING INDUSTRY BEFORE ASSUMING HANAGERIAL DUTIES?
IF g0, WHAT WAS YOUR HAJOR AREA?

(a.) Composition (4.) Pressroom
(b.) Stoneroom (Letterprass)
(c.) Fressrcom (®.) Bindery ____
(offset) _____ (f.) Engraving ______
(g.) Stereotype _____

e

5. IN WEHAT WAY DID YQU RECEIVE TRAINIHG FOR YOUR PRESENT
POSITIOW?

(g.) wrked up through the ranks

ee—



5 (Continued)

(b.) Onethe~job tralning
(No college training in priating)

(c.) Special training _ ____
(Example: Commerce scheool)

(d.) Four~year College training =
(Cegree recelved in printing

{#.) College degres in related field
(Earned degree in curriculum other than
printing)

(f.) Others, Explain

6, HOW IMPORTANT DO YCU FEEL THE FOLLOWING CRITERIA ARE
WHEN CONSIDERING A PERSON FOR FROMCTION IN THE
IKDUSTRY? UTILIZING A RATING SCALE, IRDICATE THE
ORDER IN WHICH YOU THINK EACH BEHOULD BE CONSIDERELD,
STARTING WITH "1" FOR MOST IMPORTANT.

Abllity to produce high quality werk in minimpum tine,
(PFroficiency)
Capadble of producing in mors than ona area in the ahop.
(Versatility)
Abllity to influence and ge&t along with othera.
(Personality and leadership)

In-plant seniority (Yesrs with firm)

In-trade ssniority (Total professional experisnce)

e Reliability. (Punctuality)

varital status and/or number of dependenta., (Stability
and economic need)
———_Rating Chart. (Eaployee performance record based on a
peint semla kept over a specified period of tinme)
Faychological tests, (Emotional stability)

Othare., (Explain briefly)
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