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THE SELECTION AND TRAINING OF SUPERVISORY P13RSONNEL 

CHAPTER X 

Introduct ion 

The Problem of' Selection and Training of 
ìervisory Yreonnel 

The general problem of personnel procecure in 

business and indwitry has been emphaßizod in research 

and publications durinL, the past three decades. yore 

efficient personnel oranizations have been originated 

for the benefit of manac,oment and labor as a result of 

those attacks on porsonnol problema. Improved methods 

of hirin, the employee, placing him in jobs according to 

his capabilities, and training him in skills determined 

by job analyses aro further examples of scientific 

management. 

The problem of selecting and training individuals 

who supervise and guide employees has been neglected in 

most research to date. It is commonly recognized that 

the foreman, superintendent, or department head is a 

decisive factor in promoting morale, reducin1) labor 

turnove, and increasing production, yet little has been 

done by industry and research agencies to evaluate the 

necessary characteristics, essential experiences, and 



training programe of supervl8ory employees. 

During the early years of American business, In 

fact, until the start of the present century, most busi'- 

e85 firms were controlled and operated by the owners who 

were personally aqua1nted with riot only the foreman but 

with individual wor1nen. With the growth of' large corpo- 

rations and the development of mass production industries, 

the owner became separated from the employee and the 

place formerly occupied by the individual entrepreneur 

bas been taken by those individuals who are referred to 

as management. 

The role of the supervisor in management has be- 

come increasingly important. Mass production methods 

bave been a major factor in focusing the attention of 

management upon the supervisor as has been the collective 
bargaining movement in labor. The upsurge of organized 

labor duo to the passage of the National Labor Relations 

Act in l93, which was held as constitutional by the 

United States Supreme Court in 1937, and the increased 

power of organized labor during World War II placed the 

supervisor of employees in a very strateic position. 
Efforts have been made and are still being made by cer- 

tain groups to organize the foremen into unions. In the 

past they were excluded from membership in most unions 

as the supervisor was considered a part of management. 
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In consideration of this vital role that super- 

visory personnel porform in modern industry, the problem 

of this study is to determino what business and industry 

aro doing in the Pacific Northwest to apply scientific 

principles to the selection and training of supervisors. 

Pacific Northwest Was Selected as Locale for the Study 

The Pacific Northwest was selected for the fIeld 

of this Investigation as the writer believed more coop- 

eration would be received from the industrial firms In 

this area since the findings would be more applicable to 

their use. 

Another factcr of interest in this study is that 

most business firms located In the Pacific Northwest 

states are either individual enterprises of small size 

or branch plants or offices of larger corporations with 

headquarters In the iiddlowest and East. This limits the 

scope of the study as It is obvious that a plant emplOy-' 

iní; a fu11.scale personnel department must be large 

enough to afford the expense of the personnel director, 

staff, and equipment required for effective operation. 

Sources of Data and Methods iployed 

The firms utilized ifl this study were picked at 

random from telephone directories of Seattle and Portland 
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plus the companlee selected from a list cf the members 

of the Pacific Northwest Manaement Association. No 

attempt was made to select f irme accordiní to size or 

type of business, so there is a composite selection of 

lumber, public utilities, department stores, banks and 

various types of manufacturing plants. The information 

was collected by means of a questionnaire forwarded with 

a covering letter to these firms requesting their coop- 

eration in this investigation and inviting suggestions 

for improvement of personnel relations involving super- 

visory employees. 

Influence of the Armed Services on Personnel Work 

Business and industry profited to some extent by 

the experience of the army's program of testing, select- 
ing, and training men during World War I . Looking back- 

ward it is easy to observe how meager was the beginning 

of the comprehensive proam developed by the armed 

forces in 1917-1919, and much credit is due the military 
forces for their pioneer work in the field of testing 

and personnel. iphasis was placed primarily on the 

selection and training of officers. These were the in 

dividuals needed to train and lead others. Hwevor, when 

business and industry initiated their personnel programs, 

the tendency was to emphasize the selection, placement, 
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and trainin. o the new employee rather than the super- 

visor. (-reat advances were made in the industrial field 

after World Y!ar I in improving the basis for selecting 

and training these workers. Recoiition is due the di- 

rectors of personnel programs in business and industry 

for their contributions to this field of knowledge. The 

armed services utilized this information and experience 

of business and industry durin, the rapid mobilization 

period from 1939 to 1945. 

During World War II and since that time more em- 
phasia bas been placed on the problems of the selection, 
placement, and trainin; of supervisors. This was parti- 
ally due to the armed forces' emphasis on leaders of men 

and specialists in various fields. 

Limitations of the Study 

The number of firms contacted is not groat enough 

to ive any conclusive rosults; nevertheless, the number 

is sufficient to indicate certain trends. If the results 
of the study, as discussed in detail later, are taken in 

this light, they can be of valuo to the business execu- 

tive and may enable him to gain a botter understanding 

of the problems that arise in the selection and training 
of supervisory personnel. This is important at the 

present time ue to the continual rowth in size of most 



incTiustries and the resultant separation of the employer 

and employee. The decentralization trends of big bust- 

mess will furnish 'oater omphasis upon this problem, 

Currently there aro three levelo in most American bust-' 

ness: the owners or stockholders; management; and the 

workors. As a result of this separation, the role of the 

foreman or supervisor has come to occupy a most important 

part in industry as, by the average worker, the foreman 

is considered to be management and upon his judgment, 

interpretation, and execution of higher rulings much of 

the labor unrest or peace is caused. The writer has at- 

tempted to determine how far industry in this area is 

employing scientific methods for selection and training 

of supervisory personnel. 
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CHAPTR II 

Review of the Literature Pertaining to the 
Select ionnrain. of Sporvi8o rsonne1 

Benefits of a Centralized Personnel Department 

Sevoral factors entered the industrial picture 

with the advent of large corporations and the subsequent 

separation of te owner and worker which were of little 
importance in the earlier industrial development of the 

United States. The freat growth of labor unions and 

their resulting power plus more active overrirnental 

supervision of industry led to the necessity of insti- 

tuting centralized personnel departments to handle por- 

sonne? problems. Personnel relation functions involve 

advising, cooperating, and beinp; available for service 

in personnel relations rather than actua'ly performing 

these functions in a lino organization. The main task, 

to a large extent, is persuading the line oranization 
to perform properly personnel relations work as well as 

sellin thorn on the value of the functions of a porson- 

nel relations department. 
Stagner (14) reports the results of a survey made 

by two of his students at )artmouth College. One of the 

questions asked in the survey was whether the company 

had a unified personiel department. Of the firms 
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answering the questionnaire, 72 percent indicated they 

did have unified personnel departments. Table I is re 

produced in its entire from Stagrer's article and con. 

tains some iti tiai are not specifically applicable to 

this thesis but are valuable ta those interested in the 

field of psychology as appl!ed to industry. Specific 

items from Stagnor's article gill be discussed later. 
Table I 

Attitude of Corporate Executivoe Regarding Psycholo;ical 
Methods in Personnel Work 

(after Stagner) 

Does your Do you con- 
company eider this 
have? desirable? 

* 
Yes No (All are percentaL,es) Yes To 

'72 17 1. A unified personnel office 75 6 

56 42 2. Tests of intelligence for 70 3 
applicants 

58 38 3. Tests of performance for 64 11 
applic ants 

58 28 ** 4. Preference in employment to 44 14 
college men 

14 81 5. Periodic checks on the morale 47 17 
of employees by attitude 
teste 

30 64 6. Professionally trained psy- 53 19 
chologiets in the personnel 
department 

73 19 7. Training program for new 3 O 

employees 

83 8 8. framing program to show super- 81 0 
visors bow to deal with men 



Table I (Continued) 

toes your Do you con- 
company aider this 
have? desirable? 

Yea No* (All are percentages) Yes No 

83 14 9. Formal system for expression 
of employee grievances 

42 53 10. Employee counseling system 

6? 25 11. Employee merit-rating system 

# 12. Do you compilo figures on 
labor turnover each year? 
If so, what is your normal 
figure? 

13. Do you compile figures on ab- 
sonteelam? If so, what per- 
cent of regular time are 
employees absent? 

14. Do you bave an organization 
comparable to a labor-manage- 
ment coiimittee? 

15. Does your company look with 
favor upon psycho1o;ica1 
methods to personnel work? 

75 3 

53 li 

'70 14 

83 6 

64 17 

39 19 

70 8 

16. Approximately how many employees 
do you have? Average- 

22,600 

* Figures do not add to 100 percent because some 
respondents answered only a few items. 

** Most respondents specified that this applied only to 
technical or prospective executive employees. 

# Figures on absenteeism and turnover were supplied 
only by a minority of firms, and some of these were 
apparently ori differing bases. 
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Walters (19.74) states that the principal reasons 

for the proper management of personnel relations are that 

it: 
(1) Improves employee and employer relationships 

a. Improves attitude of employees toward 
the company 

b. Improves morale and oodwill 

(2) Prevents personnel relations difficulties 
(3) Pays in dollars and cents 
(4) Develops employees and management 

Since the advent of the New Deal and particularly 

during the period of World War II, labor unions in this 

country made phenomenal rowth and have become increas- 

irigly powerful. Management is realizinL that one way of 

securing a constructive economic peace Is to utilize 

scientific methods to match the appeal of the union for 

the averae worker, and to counter the bargaining power 

of the unions which hire the best legal talent. 

Prevalence of Testing in Industry 

A study made by the California Council of Person- 

nel Management (13) reported that of 100 organizations 

surveyed, 45 percent were using personnel tests and 

another five percent had used them but discontinued the 

practice for variou8 reasons. In Stagner's etudy (14) 

wo find that 57 percent of the reporting companies used 

both intollience and performance tests for applicants. 
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We can conclude that firma using tests are of the opin- 

ion that information regarding skills and aptitudes can 

be obtained more accurately and in less time by means of 

suitable tests. Of the reportin, companie8, 45 percent 

used tests in making promotions or upgradinga and 40 

percent used them for filling supervisory positions from 

their employees. 

In an article, "Testing is Big Business," (20) 

'íolfle stated that in 1944, from the best available 

data, 26,781,759 tests and 11,493,40? persons had been 

tested by business oranizationa, educational institu- 

tions, and personnel consultants. This summary was made 

at the request of Walter D. Scott, Chairman of the Edi- 

torial Board of Nelson's Eìcyclopedia. There is no 

breakdown of the number of tests used for supervisory 

employees. 

Since very little information is available re- 

garcling the testing of supervisory employees, some men 

tion will be made of the findings and the type of tests 

used for original applicants as many of these tests are 

applicable to supervisory employees. Tiffin (16.2) 

states t 
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Industry has long recognized the existence 
and importance of individual differences In 
training and skill. Personnel managers 
hiring tradesmen niake every effort to de- 
termine In advance the degree of skill that 
the applicant possesses. But often employers 
do not so clearly reooiIze the fact that 
differences in capacity for machine operation 
and other jobs that are ordinarily considered 
as unskilled or semi-skilled are just as 
,reat and just as important as differences In 
skill among tradesmen. The aIIficance to 
Industry of Individual differences among 
employees is rar more Important than that of 
differences In skill already developed or of 
differences that can be detected in an inter- 
view. The concept of Individual differences 
is concerned with basic differences In 
capacïty which are of importance In every 
phase of industrial personnel placement. 

Recent legislation has made lt costly - and In 

some Instances impossible - for management to continue 

past procedures of indiscriminately discarding employees 

If they do not prove satisfactory. Aleo, union contracta 

flay Carry clauses forbidding discharge of employees with 

a certain amount of seniority. It is Important, there- 

fore, for Industry to exercise care in the proper se- 

lectIon of the initial applicant, as woll as In the se- 

lection and training of the personnel who are to be in 

charge of the workers. 

It must be realized that testing does not elimi- 

nate the necessity of other employment techniques such 

as the interview, the application form, and checkup on 

the references and recommendations. Tests should sup- 

plement other procedures. Hepner (6.263) states that 
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the tests alone aro not a sufficient basis in most firms 

for hiring or rejecting an applicant. They are merely 

one of the factors that must be evaluated just as age or 

education must be weighed in determining a composite 

score. Hepner concludes that if tests are not utilized 
the interview is influenced frequently by the attitude of 

the interviewer and too often personal prejudices are 

allowed to affect the final judpiont. For exarle, one 

person may be prejudiced against an individual with red 

hair, and subjectively reject an applicant with red hair 

regardless of his qualifications. 

The Rolo of the Foreman in Industry 

The personality of the supervisor is one of the 

greatest single influences on employee morale. McMurry 

(7.4) indicates that the personality of the supervisor 

may easily croate hostility. Two of the principal causes 

for employee dissatisfaction, accordinr to cMurry, are: 
(1) The personalities of top manaement as ex- 

pressed in company policies and practices. 
(2) Personalities of line executives and 

supervisors with whom the workers come in 
daily contact. 

Too little attention has been paid to the person- 

ality factors on the supervisory level of foreman and 

department head. As manaenent studies its job today 
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it is onera11y agreed his supervision is important in 

inf1uericin, employee attitude and it cannot be over- 

emphasized. 

Molflurry (7.9) adds: 

If any level of supervision may be said to 
be of inaxirmim sigiificanoe in influencing 
employee attitudes, it is that of the depart- 
ment head, supervisor, foreman, or straw boss. 
He is on the firing line; he is the only 
representative of management with whom the 
rank and file of employees have daily contact. 
Hence, he Comes to symbolize the company. 

In a recent survey made by Cherinton and 
Roper for the National Association of anu- 
facturers, 42.9 percent of the employees 
named the foreman when asked to define manage- 
ment. In addition, the foreman or department 
head is important in employee relations be- 
cause it is he who usually interprets manage 
ment's policies. In consequence, an attitude 
toward a foreman or department head can easily 
and often does become an attitude toward the 
organization as a whole. 

Unfortunately, many people in supervisory 
positions do not know how to handle people. 
A major source of trouble is the almost uni- 
versal practico of se1ectin men and women 
for junior executive and supervisory positions 
solely in terms of their technical knowledge, 
without reference to their leadership ability. 
The fact that a person is a good mechanic or 
craftsman doos not guarantee that he has even 
an elementary knowledge of how to work with 
or handle people. Nor is faulty selection the 
only factor. Of equal importance, few have 
ever been taught how to handle people. In 
addition, a number suffer in some degree from 
emotional maladjustment or mild mental illness. 
Because of these factors, good leadership at 
the level of the department head or foreman is 
the exception rather than the rule in industry 
today. Furthermore, few of those supervisors 
are aware that their methods of handling people 
are defective. 



Machines and materials behave in accordance with 

fixed laws. To a man or woman who has been accustomed 

to the way of the machine, hwnan behavior is often in- 

comprehensible. Furthermore, they fail to understand 

the Interactive processes of humans, how one personal- 

ity influences another. The foreman may have diffi- 
culty in conceiving, that the principal cause of' his dif- 
ficulties frequently lies in himself; that la, his OWfl. 

personality. Because of this, he projects the responsi- 

bility for the trouble onto the employee. 

Hoprìer (6.581) believes the immediate super- 

visor is the most potent representative of' management. 

He, rather than the major officials of the company, 

influences the attitudes of the employees by his per- 

sonality, mannerisms, ability, and personal leadership. 

The corporation and business as a whole are personified 

in the foreman. To the factory employee, the company la 

"but the lengthened shadow" of the foreman. Peychologi- 

eally, the worker Is in a state of readiness for a pre- 

cipitatIri; stimulus that will give an outlet for his 

damned-up feelins. The foreman may be a highly skilled 

workman but supervision of humans places him in a diffi- 

cult position. His simplest criticism of error may re- 

lease an accumulation of feeling or action that Is 

wholly out of proportion to the seriousness of the 
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employee e off anse. 

The National Association of !anufacturers queried 

6000 employees in 1937. The replies indicated the work- 

ers believe troubles and misunderstandin,s between them- 

selves and manar.emont are lare1y management's fault. 
The importance of the foreman in regard to those mie- 

understandings was indicated by the following: 43 per- 

cent of the wc'kers olariing managemeit in general placed 

the blame on the foreman in specific 1nstanca. 

It is obvious that the foreman playa an exceedinF- 

ly important role in American industry. Upon bis per- 

sonality adjustment and his ability to handle problema 

arisine.; in the daily routine of the job depends the 

stabilization of friendly relations between management 

and the worker. 

A competent foreman has the human touch which 

enables him to build morale because he thinks sincerely. 

A skilled foreman begins his art of handling employees 

with the individual employee. An efficient foreman aids 

the new employee in acquiring the feeling of belonging 

which peycholo4sts have found to be exceedingly impor- 

tant for satisfactory social adjustment. 

Use of Merit Rating 

Much importance was placed upon merit rating in 
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the Tjnited States jovernment service when Conress passed 

the law establishin a civil service conimission. The 

pri.c1pa1 duty of the civil service connision vas to 

test the fitness of applicants for certain classes of 

positions in the federal service. This action came as 

a result of the assassination of President arfiold by 

a dissatisfiei office seeker. 

Industry 1id not adopt merit rating inmiediately. 

However, the last thirty years have witnessed a gradual 

adoption of merit ratin. programs whereby an individual 

employee is rated by his supervisors, nianaers, or de- 

partment heads. Walters (19.200) states: 
To rate means to set an estinte on, to ap- 
praise, or to put a value on. To rato the 
personnel of a company is to put an estimate 
on the value of an employee or the employ- 
oes. Rating appraises the employees rela- 
tive value in his job and in bis organiza- 
tien, It is a judgment of how well ho does 
his job. It is not a measurement, because 
to measure is to compare with a standard. 

Walters (19.201) further adds that the purposes 

of ratings are accomplished by use in the following 

manaoment functions: 
(1) Selection of workers 
(2) Employee development and adjustment 
(3) Training of employees 
(4) Rating for improvement of foremen 
(5) Wage control and adjustment 
(6) Improvement of employee-employer rela- 

tions and morale 
(7) Promotion of employees 
(8) Layoff of employees and determination of 

priority of men of same seniority. 

p 
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In a study made in 1934 Walter8 (19.202) found 

that 34 percent of 233 companies investi{;atod maintained 

a rating piar .. . in their companies, and that 31.8 percent 

of the companies rated their employees periodically. 
In 1936 the National Industrial Conference Board found 

that 363 compantea maintained rating systems. This re 

port was based on 2,452 companies inve9tigated. Starr 

and Greenly made a study in 1938 and 1939 of 64 compa-. 

nies with 44 replying to their survey. They found that 
about one-third of the firms replying were using merit 

rating plans. It is interesting to note from Staìer's 
study in 1945 and 1946 (Table I) that 67 percent of the 

reporting companies utilized a system of merit rating. 
Rating scales may be of various types such as: 

man to man comparison scales developed for the army in 
preparing efficiency reports, yes and no scales, arid 

graphic or adjective types. Other forms may be listed 
but they are variations of these three types of rating 
scales. The most commonly accepted form today is the 

graphic or adjective type of scale. It is more accu- 

rate than other types; it attempts to make the rating 
of an individual as objective as possible. 

Poffenber:er (11.279) believes no final answer 

can be given as to the number of' raters that should be 

used, but he does believe a minimum of three is necessaxr 



19 

to eliminate idiosyncrasies of opinion. These raters 

should knovi the individual well enough to make an im- 

partial analysis based upon actual information and ob 

servation. He should imow the requirements of the job 

and be able to judge the degree to which the individual 

worker is performing the job according to the standards 

set by management. 

The primary advantage of the merit ratin': system 

in industry when applied to promotion, transfer, or lay- 

off is to replace former haphazard methods by more ob- 

jective means; thereby, minimizing favoritisim and snap 

judgment. It is recognized that such procedures are not 

infallible and have inherent dangers but research indi- 

catos merit ratin can be used to advanta,e if properly 

administered. Cooperation is a requisite by all indi- 

viduals from top rnanaement down to the newest employee. 

If the employees understand the purposes of the rating 

system, cooperation will be more readily maintained 

than if they believe they are being spied upon. It la 

important that ratin.,s he made at regular intervals. 
Most authors agree that six-month intervals are de- 

sirable. 
riff in (16.236) lists the following as some of 

the main values of merit rating: 
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(1) It prevents grievances because lt stimu- 

lates the 8UperViSOr8 to talk over with 
their men possible sources of grievances 
before serious problems have a chance to 
arise. 

(2) It improves job performance because if an 
employee for lack of information or lack 
of experiorice continually performs his 
job in the wron, way, the supervisor will 
be doing both the employee and the company, 
as well as himself, a favor by bringing 
this matter to the employee's attention 
In the proper manner. 

(3) It Increases the analytical ability of the 
supervisor. 

(4) It assists the mana;ement in promotion, 
demotion, and transfer problema. 

(5) It reveals areas where training is needed. 

Also, TIff in (16.233) lIsts the following as 

some of the disadvantages of merit rating: 

(1) The 11halo" effect 
(2) Improper "weighing" of traits 
(3) PoolIng unreliable with reliable ratings 
(4) FaIlure to determino the reliability of 

rat inge 
(5) Failure to consider departmental differ- 

eno in rating, and differences between 
various jobs within the plant. 

Other factors not considered frequently in eva].u- 

ating merit rating aro the failure to consider the age 

of the employee, length ol' time on present job, and years 

of service In a plant. 

sit Training Suporvisor8 

Tiffin (16.198) states that perhaps no job In 
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industry has undorone such great changes during the 

past 20 years as that of the supervisor or foreman. 

Several decades ago, when a supervisores position was 

to be fi11d, the best producer In the department was 

usually promoted without regard to his ability in lndus' 

trial relation phases of the supervisor's position. As 

a rosult of this policy, the foreman frequently became 

a "bull of the woods". He hired and fired, set the 

rates for his men, dealt with problems of discipline as 

he saw fit, was responsible for his own quality control, 

determined methods of work, did his own training, and 

took care of his own maintenance. The emergence and 

development of scientific management adually took 

many of these responsibilities away from the foreman. 

Problems of hiring have been taken over largely by the 

personnel department and the responsibility for layoff 

has been assumed by the department of industrial rela- 

tions. 1any of the other duties have been transferred 

to industrial engineers and the industrial relations 

department. 

The removal of many of the foreman's former duties 

and responsibilities brought about the assignment of 
duties with which the foreman had not been concerned 20 

years ago. The foreman of today must have some know].- 

edge of the law. Recent social legislation has made it 
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Imperative that declalons macla by management with re- 

apect to layoffa, transtere, seniority, hours of work, 

wages, arid a host of other matter8 must conform to cere. 

tain legal requirements. Preliminary decisions on such 

natters must be made by the foreman and often must be 

made at once with no time for conferences or the consul.'. 

tation of statements of the law. The forenan of today 

must be a statesman who has both wisaom and tact. 

Twenty years ago the rule in settling disputes was simple 

and easy to learn--in ay dispute the foreman was right 

and the employee wrong. Today both may be right or both 

may be wrong, or each may be partly right or partly 

wrong. A decision reached by manap;ement today must be 

made after consideration of all angles and viewpoints 

of all parties. 

Leadership is a primary quality of a foreman of 

today. He must not boss his men so much as he must 

understand them. Ho must ow why this one becomes 

disgruntled upon a alight pretext and why another one 

is often lato to work. His job is to help the men help 

themselves. This is particularly true in periods of 

emorency production. Though the f oreman has seldom 

studied the subject of psychology, it is very important 

for him to ow, if he is to do his job well, tt de 
sires and wishes of his men must be both understood and 
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con$iclered. Without such understanding he cannot hope 

to be a satisfactory aupervîzor. Changes in the job of 

the supervisor, 3uch as described above, have made lt 

neceaary for mariaemont to devote considerable time and 
effort to the training of supervisors. Many industries 
have set up a complete program of supervisory training 
conferences to train the present supervisors in the 

newer aspects or their job that are developing almost 
daily and to prepare younger men to become supervisors. 
The subject matter covered in such conferences varies 
considerably from plant to plant to meet the needs of 
that organization. One plan in common use is to have 
every supervisor or potential supervisor attend a con- 
ference or olas s on the company's time for a period of 
from one and one half to two hours every two weeks. 
Typical lists of subjects covered include such nattars 
as company policy, industrial relations, union con- 
tracts, and the services of experts In such fields as 
job analysis and insurance. 

Staor (14) reported that T/3 percent of the re- 
porting companies had compulsory training programs for 
now employees and that 83 percent of the firma con- 
sidered it desirable. EIghty-three percent of the firma 
reported they maintained training programs to improve 
supervisor's skill In dealinr. with men, and 81 percent 



of the oornpanies conaidoi'ed this training desirable. 

Walters (19.290) believes the training of foremen 

has been recognized as a reoesaity by the leading pro'. 

gressive Companies today. Most companies do not o out- 

side their own organization for new foremen. 

maintain a reserve throuli training sub-foreaen, bosses, 

and general employees. Some mention company contacts 

with high schools and trade schools as a means of ob- 

taming potential foremen. 

Conference and discussion groups are the princi- 

pal methods used for foremen training. Because one of 

the principal Jobs assigned to the foreman today is 

managing bis men, many companies have centered their 

foreman conferences on the sub3ect of handling mon. 

Walters (19.293) lists the following as suitable topics 

to be covered in foremen conferences: 

(1) Personnel relations policies 
(2) Job description 
(3) Judging employees on merit rating 
(4) Organization of employees 
(5) Selection, training, promotion, layoff 
(6) Dealing with people 
(7) Morale 
(8 Handling grievances and suggestions 
(9 Training employees 

(10 Safety 
(11 Business conditions of the company and 

industrial economics 

A book of instruction and facts for performance 

is also an effective method of training foremen. This 

booklet is usually printed by the company with articles 
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on the fo11oing ibjectz employment, absenteeism, 

cop*ny insurance, company insin ., is, medical service, 

workmen's compensations, housing, training, safety, 

time arid time'-keeping, employee services, savins, eme' 

ployee clubs, sales of stock to employees, and recrea- 

tion. In recent years foremen's letters have been used 

in some companies to give the foremen weekly, biweekly, 

or monthly current data about the company arid the prob 

lame of the foreman. 

Necessity for Scientific Methods in the Selection, 
Promotion,snsfer, and Io±f ofl1oyee 

The majority of employees are interested in ad- 

vanoenient arid seek promotion. According to Walters 

(19.253) promotions may be made in the following forme: 

(1) Advancement in wages or salary 
(2) Increased responsibility, authority, 

position, or title 
(3) Decreased working timo such as hours per 

day, days per week, or increased vaca- 
tions 

(4) Transfer of employment to bettor location 
or department 

(5) Improvement of working and living condi- 
tions 

(6) Provision of opportunities for ;roater 
training, experience, and outlook 

(7) Increased security of position and 
benefits offered 

(8) Extension of length of service because 
of outstanding work 

Systematic promotions within a business concern 

are a vital factor in maintaining morale of the employee 
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as he Imows he will not be pushed aside by an outsider 

and will be rewarded for food work. However, studies 

indicate that relatively few companies, large or small, 

maintain systematic promotion programs. Most concerns 

make promotions on the basis of expediency as VaCanC16B 

and opportunities occur. 

Transfer of eìnplayees from one position to an- 

other within the organization niay increase interest in 

the job, reduce the monotony of long period of work on 

one job or in one department, reduce labor turnover, and 

decrease the number of blind-alley jobs. Also, transfers 

aid in improving the health and ntal attitude of the 

employees as they tend to equalize and to regularize 

employment in the various departments and tend to pre- 

vent or correct personal maladjustments between foremen 

and workmen. Most investipators have discovered that a 

systematic or regular transfer plan for employees la 

rarer than a promotion plan. 

The selection of those who are to be promoted or 

transferred remains a major problem for industry. Some 

personnel departments have utilized intelligence, special 

ability, and personality tests as uldes. Others have 

maintained cumulative personnel records of employees which 

include the emp1oyeos history, character, personality, 

performance, work, outside activities, and other 
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1rffort1on viioh n*y aeem to be pertinent to hie pro 

motton or transfer. Some companies make use of rating 

soalea and reporta of the supervisors concerning the 

employee being considored for promotion or transfer. 

The usual procedure ii to have the personnel department 

average the ratinge and make a composite analysis. 

Discharge is the termination of employment by the 

employer and is due in most cases to the employee's in 

ability to perform satisfactorily in that organization. 

Layoff differs from discharp;e in that the emploee'a 

inefficiency is not the reason for the termination of 

employment. In the case of layoff, the solution rests 

with the employer because the personnel, production, and 

salee budgets are not worked out in such a way as to 

maintain a steady force of workers. Lt employment is not 

regularized, the employee has a feelin>; of insecurity and 

frequently develops an anta;onistic attitude toward man 

agement and Industry. When layoffs are n000s8ary, the 

use et merit rating scales and cumulative recorda may be 

utilized by management to iisure the most valuable eim- 

ployeea are retained. 



CHAPT III 

The Study 

Ìethods Used 

Â questionnaire (Appendix B) ccnsistin of 18 

items was rorwarded with a cover1n letter to 170 organ- 

lzatlone in the Pacific Northweet states. The first 16 

items requosbed definite answers, while item number 17 

afforded the reporting oompaniea an opportunity to sug- 

test changes they would reooimenci within their own or- 

íanizations for the selection anLiì training of super- 

visory personnel. Item 18 asked whether a sumiary of 

the study was desired. 

Complotad or partially completed questionnaires 

were returned by '74 organizations hich is a 43.5 por- 

cent response. Separate letters were received from an 

additional five comparies. As these firms did not 

answer the questionnaire, they wore not included in the 

totals. As the respondents did not answer every ques- 

tion, a total of 74 organizations will not appear in all 

tables. Thus when percentaos aro used, they indicate 

the number of firms answering, a particular question and 

total 100 percent. No attempt has been made to correlate 

the several factors involved in the investigation as the 



study 18 broad in scope for the purpose of indicating 

enera1 trends rather than conclusive data. 

The writer arbitrarily divided the reportinp, corn- 

panics into two group8: those having 1e88 than 500 eni- 

p1oyeo8 and tho3e with more than 500 work6r. This wa 

done to show the differences that result from abIlity to 

maintain the staff and equipment required for a compre- 

hensive per8onnel department. Thirty of the reporting 

organizations have less than 500 employees and will 

hereafter be referred to as the "small firrns,' while the 

44 companies with more than 500 employees will be ra- 

forred to as the 'tlarge firms." The 30 snall firia had 

a total of 5,g84 ernpioees with a median of 203 and a 

mean of 187 employees. The large organization8 employed 

a total of 135,735 employees with a median of 1,250 and 

a mean of 3,085 employees. A total of 141,719 employees 

was represented by the responding companies. This fig- 

ura, in comparison with industrIal operatIons in the 

tast and Middlewest, is not great but it Is believed to 

be sufficiently 1ar;e to provide a fair sampling of' 

business and industry in this sectIon of the country. 



Table II 

Teeults Obtained from Specific Questions in the Questionnaire Fegarding 
Policy of Pacific Northwest Business on Personnel Matters 

SialTirms Large iirrna 

Question * (Less than 500 (?ore than 500 Totals 
eml)loyeea) ei,loyeea) 
N N N 

Yes no yes no yes no yes no yes no yes no 

Does your company hayo a 
Lersonnel department? 17 13 57 43 42 2 G5 5 59 15 80 20 

Are Eests used in seTectTo ¡nif 

2110m0 t ion of_supr!is ors ? 5 23 82 8 31 2 1 13 61_ 
Are rneriE rating scaTos used as a 

_18 _79 _l _8 

basis for promotion, 
and layoffs? 7 21 25 75 17 26 40 60 24 4? 34 66 

cumulativo_records? 3 19 30 70 13 29 31 69 21 48 30 '70 
Do you blieve tese cui1atTvo 
recorda aro satisfactory? *- 31 10 2 45 10 14 6 40 ___4__4__3 

'e union agreements regaring 
_l 

senior itZ factors !n_pooin.! ___4_.3__l! _8 _9_ 33 _2 _7 3_ !6_ _l 81 

___6_I1__59 41 36 _'7_ b3 i? 2_ 8_ _7 _2 
A 'e?inite training 
program? 12 1$ 48 52 24 1'7 59 41 36 30 54 46 

Eligibility Tor pr otTon'o 
executive positions? 9 1 90 10 21 0 1000 30197 3 

* See Appendix B for exact wording of questions. 
* A total of 15 companies wore uncertain. This is 43 percent. 
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Personnel Departments Among Pcifio Northwest Industry 

ct the ?4 companies anawerink..: question two of the 

questionnaire (Appendix B), 80 percent indicated that 

they have personnel departments. In comparing the small 

firms with the large firms it will be noticed that corn- 

panics with less than 500 employees show 57 percent have 

such a department while companies with more than 500 om 

ployese report 95 percent have personnel departments. 

This may indicate that small companies in general are 

less able to support full-time personnel workers. The 

80 percent of the companies in this study compares 

closely with the findings of Starner (14) in which 72 

percent of the report.ng companies had unified personnel 

departments. 

rj83t8 Used in Selection and Promotion of Supervisors 

A marked difference is noted in this item from 

studies made in the Tast. Only 13 percent of the 74 corn-' 

panies that answered the questionnaire indicated they 

were usint testa at the present time whereas a consider- 

able number, in commenting on item 18, mentioned that 

they were contemplating initiating a testing program in 

the near future, The difference between the small com- 

panies and the large companies in the use of tests as 
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part of their personnel proam is very slight since 18 

percent of the companies viith less than 500 employees are 

using tests while 21 percent of the companies employing 

more than 500 people used testa. The following table 

indicates types of tests used by business in this area. 

Table III 
Tests Used in Selection and Promotion of Supervisors 

Small Firmi Large 1irma 
(Loss than (More than 

ame of Test 500 500 
employees) employees) 

Pent Testa by Washington 
State Personnel Board 
(No Title) 

Interpretation of Data Teat 
(Progressive Lducation 
8sOOatiOfl) 

Cooperative General Education 
Test (Author Not Listed) 

Occupational Interest In- 
ventory (Author Not Listed) i 

Johnson Temperament Analysis 1 

nitton Eiamination Formtilated 
by Washington State 
Personnel Board 

Minnesota Manual Dexterity 
Teat 

Minnesota Vocational Test 
for Clerical workers 

Otis Self-AdmInistering Teat 
of Mental Ability i 3 

Purdue Pegboard 1 
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Table III (Continued) 

3mall Firma Large Firma 
(Le s s t han (More than 

Name of Test 500 500 
employees) employees 

acQuarrie Test of 
Mechanical Ability I 

spatial Relations (Author 
Not Named) i 

Kuder Preference Record 1 

IwmnWad sworth Temperament 
Scale 2 

Emloyee Evaluation Form 
(Author Not Naraed) 1. 

Aptitude Test (Author and 
Type not Listed) i 

Personality (Author Not 
Listed) i 

Salesmanship (Author ot 
Listed) i 

Porcentae of $upervißory Fnp1oyees Promoted 
Vithin the Company 

The findinga of this study indicate that most of 

the companies attempt to promote their employees to 

supervisory positions. Table IV clearly shows the high 

percentage of employees in companies of the Pacific 

Northwest that are promoted to supervisory positions 

from within the ranks of the company. 
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Table IV 

Percentage of Supervisory Employees Promoted 
Within Company 

Buuia 11 Firms ThTarge Ì'irma 
Percentage (Less than 500 (More than 500 

employees) employees) 

10 2 0 
20 1 0 

2 0 

40 0 0 
50 1 0 
60 1 1 

70 1 2 

80 2 11 
90 13 66 
100 6 18 

Outside Organization from which 
ersönrie1 aré Se1ïtd 

an7 authors in this field have indicated t]e 

importance of high school students as sources oÍ' foreman 

matorial, but this &tudy shows that in the area of the 

Pacific Northwest raduatoeof high schools arid trade 

schools are of comparatively little importance as sources 

of suprvisors Both the small and the large firms 

appear to secure a preponderance of their supervisory 

personnel from rival firma. there technical trainin', 

such as engineerin{, accounting, and chemistry, is ree. 

quired, colleges are used to a groat extent. The prin- 

cipal sources of suporvisory personnel for Pacific 
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Northwest companies not selected from within own organ- 

izations are shown in Table V. 

Table V 

Sources of Supervisors Selected 
from Outside Organization 

Small Firms Large Firma 
(Less than 500 (More than 500 

Sources employees) employees) 
N N 

Rival Firma 11 14 
Trade Schools 3 1 
High Schools 3 1 
Colleges * 5 10 
Others ** 5 6 

* Colleges are emphasized when technical training la 
a prerequisite for qualification. 

** This includes such sources as parent companies, 
governmental agencies, armed forces, unions, war 
industries, and business colleges. 

The Extent of Merit Rating 

Seventy-one companies answered question numbor 

eight of the questionnaire, "Are merit rating scales 

used as a basis for promotion, transfer, and layoffs?" 

Twenty-four reporting companies showed they use such 

scales for promotion, transfer, and layoff. This makes 

a total of 34 percent that are using and 66 percent that 

are not using merit rating scales In this area. In rela- 

tion to size of the firms, 25 percent of the companies 



with less than ;OO employees use nerit rating scales 

while 40 percent of the companies with more than 500 

employsos use the scales. In the larger f irme there 

appeared to be little choice between the six and 12- 

month frequency of ratine. However, in the smaller 

firms there was a definite preference for the six-month 

period between ratina. As to the number of raters 

used, the larger firms Used three raters predominately 

while the smaller firma frequently used one rater. 

Tables VI and VII indicate the frequency and number of 

raters used. 

Table VI 

Frequency of erit Ratings 

Small Firms Large Firma 
(Less than 500 (Moro than 500 

Period of Timo employees) employees) 
N N 

month i i 

3 months O i 

6 months '7 8 

12 months 1 7 
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Table VII 

Number of Raters Used in Merit Ratings 

811 Firme Large Firme 
(Lese than 500 (?ore than 500 

Number of Raters employees) employees) 
N N 

1 4 4 

2 2 5 

3 3 7 

4 0 1 

The Use of Curulative Records 

Both the large an small firms in this area re- 

portee approxinately the saine use of cumulative records. 

Sixty-nine companies answered the question, "Toes youT 

firm use cumulative records?" Only 20 companies an- 

swered tho question, "Do you believe these cumulative 

records are satisfactory?" An additional 15 companies 

wero uncertain as to whether cumulative records were 

satisfactory. The writer defines cumulative records as 

those records of the individual worker that 3ve a 

history of his background including education, family, 

health, work record, and attendance record. Those 

records also include such items as past merit ratings 

and the training that has boon received by the employee. 

Only 30 percent of the reporting companies are using 



ci.imulative records, 40 percent of these are positive they 

are satisfactory while 43 percent are uncertain. 

Are Union Agreements Regarding Seniority Factors 
Tiipromo t ion? 

Only 13 of the 69 reporting companies answering 

this quest4on stated that union agreements were factors 

in prontion of supervisors. However, many indicated 

that for promotion of non-.supervisory personnel, union 

agreements were factors of considerable inortance in 

promotion but did not apply In the case of executive ar 

supervisory people. This condition has been due to the 

fact that most unions have not been ag essive in at- 

tempting to organize foremen. 

i:xtent of Definito Promotion Policies of Pacific 
Northwest Industries 

Seventy companies answered the question regarding 

definito promotion policies and of these '74 percent 

stated they have such a policy. The smaller firms 

showed 59 percent have a definite policy for promotion; 

the 1are firma indicated 83 percent. rfhese results are 

sIìIficant and are sufficient o indicate that the ma- 

jority of companies reporting aro not promoting haphaz- 

ardly and without consideration being given to expon- 

once, training, and length of service. 
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Personnel Who Recommend 1 loyces for Promotion 

In both the small and large £irma the manager axx1 

superintendent are most frequently used to check the 

records, tost8, and other factors to determino the indi- 

vidual to be promoted. In the companies with more than 

500 employees, the personnel director is used as fre- 

quently as the manager in making this evaluation hut in 

companies with less than 500 employees the personnel 

director Is used loss frequently. Table VIII shows the 

individuals who do the evaluation for promotion. 

Table VIII 

Individuals Responsible for Selection of 
Employes for Promotion 

Small Iirme Large firms 
(Less than 500 (Moro than 500 
employees) employees) 

N N 

Ìanager 13 20 
Assistant Manager 2 5 
Office Manager 3 7 
Superintendent 6 13 
Personnel Director 5 20 
President 2 2 
VIce-President 2 2 
Others * 3 9 

* Incides Publisher, Department Heads, Supervisors, 
an Directors. 



The Extent of' the Trainin Program anti Topics 
ered 

Sixty-'.six companies answered the question eth* 

they have a specific training program for supervisors 

within their organization. Fifty-four percent of the 

roporting companies have such a training program while 

46 percent do not. 0f' the sr1ler firms 48 percent have 

a definite program whereas 30 percent of the larger f' Irma 

maintain such Instruction. 

Company policies, labor relations, and safety are 

the most coimnon subjects covered by all companies. Eco- 

nomic theory is tauit by 12 companies having more than 

500 employees and 17 of theso larger fIrms included 

governmental relations In their training program. Only 

one company with less than 500 employees 4vos instruc- 

tion on economic theory. Eighty-three percent of the 

smaller companies made the training course compulsory 

while ($7 percent of' the larger organizations did so. 

There was little difference between the percentages of 

large and small firms that financed the training course. 

Ninety-two percent of the larger firms and 93 percent of 

the smaller companlea financed ;he training program. 

This Is siifIcant as most authorities aoe that a 
successful training program must be company financed. 

Eighty-three percent of the small f irria and 96 percent 



41 

of the large firms hold their training program during 

regular working hours. Table IX indicates the mowat of 

compulsory training and extent of company time involved 

in training. Table X lists the frequency of topics 

covered in such a training program. 

Table IX 

Training Programs 

Sìriall Firms Large Firme 
(Less than 500 (More than 500 
employees) omployees 

N N 
ye no yes no yea no yes fo 

Training 
compulsory 10 2 33 12 16 9 67 33 

Financed by 
company 11 1 92 8 25 2 93 7 

During reg- 
ular working 
houa 10 2 83 17 26 1 96 4 
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Table X 

Topics Covered in Training Program 

SaI1 Firma Irgo Firms 
(Loi than 500 (!ore than 500 

Topics employees) employees) 
N N 

Company Policies 12 23 
conomic Theory 1 12 

Labor Relations 13 13 
Coverutìl Ile lat ions 5 13 
Safety 10 17 

Eligibility for Promotion to Ptecutive Positions 

The qustiozt as to iiethor the forenn and super- 

visor, upon completion of the training program, would be 

eligible for promotion to ex.cutive positions was an- 

awered by 31 companies. Only one firm reported these in- 

dividuals would not be e1iible for promotion. Although 

the number of replies is small, the trend Is interesting 

as the opportunity to achieve an CCutiV position helps 

to keep the supervisory per8onnel interested in their 

work and more active in the training program. The fact 

that only $1 companies answered this particular question 

hay iniilcate that the others d4 not care to answer it. 

The old saying, "There is a1was plenty of room at the 

top," is definitely untrue today as all industry ta based 

on a pyramid with the common laborer at the bottom and 

the executive at the top, and, as the individual 
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progresses from the bottom to the top, the opportunities 

open to him become leas and less. It is the writer's 
opinion that the opportunities for promotion to executive 

positions are not as great as was indicated due to the 

small number of firms anawerin this question. 

Typical Commenta of Pacific Northwest Industry 

Names of' firma wil]. not be mentioned in connection 

with the following, commenta as nny of' the reporting 

companies requested this information be kept confiden- 

tial. The writer believes these comments are suggestive 

of what personnel directors would like to do if given a 

free hand within their organization. 

An oil company commented as follows: 

A program along the general lines of that 
outlined in American Management Association 
pamphlet "The Job of General Management" 
(General Management Serios No. 138) has 
much to commend it. 

Comments of a lumber company were: 

No change is recommended In our present 
policies. Our policy is to promote men from 
within the company for all vacancies. If 
training is necessary such training will be 
given while the man is on a lower job. 
Selection for such jobs as foreman or sub- 
foreman is not necessarily by seniority. 
For craftsmen, suitable material for such 
jobs is selected from the ranks of labor and 
transferred to the mechanical department and 
after working as a helper for a period of 
time is promoted to 3rd, 2nd, and ist class 
machinist, electrician, pipefitter, mill- 
wright, welder, etc. in the line ho has been 
trained In. 
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A public utility company which at the time of 

reply had just organized a personnel department stated: 

ment: 

Wo are establishing training programa, rating 
programs, and selection procedures. Our 
personnel department has been organized for 
only a short time. 

A large log:ing concern made the following corn- 

Additional emphasis on a study of our labor 
relations program and particular emphasis 
upon our contract with the local union is 
needed. Recommend additional study under 
the training of a psychologist in huin 
relations dealing with the proper approach 
of a supervisory employee to his men to so 
interpret their thinking as to gain maximum 
production. 

A division of one of the largest lumber manu- 

facturing firms in the West wrote: 

In my judgment, the one outstanding qualif i- 
cation every foreman must have is the ability 
to get along with poopI& This ranks above 
knowledge of the job. 

A manufacturing plant suggested: 

Thorough testing and well balanced training 
are requirements for successful supervisors. 

Comments of a leading manufacturing concern 

were: 

The further utilization of tests and more 
emphasis placed on ability to deal with 
people is needed. At present, too much 
consideration is given to technical 
knowledge. 

Ono trucking concern made the following suggea- 

tions: 
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Recommend a compulsory rulin that super- 
visors on all levels attend conference 
meetings held by higher level of super- 
visors. Our plan is now good but stafÍ 
authority has no power to make line super- 
visors (division superintendents) follow 
the plan. Would also use magazine, "Super- 
vision" and "Industrial Relations" etc. 
for text books in supervisory training 
conferences in addition to our own manuals. 

The above are only a few of the suggestions made 

by the reporting companies but are typical of the in- 

tereat in this field. 
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8ummary and Recommendations 

Summary 

This 8tUd7 WS II1dO to determine the extent to 

which 3cientific methods are applied In the selection and 

trainin, of supervisory porlionnel. Data for the study 

was obtained by means of a questionnaire forwarded to 

typical business and in. . ustria1 firms of the Pacific 

Northe$t. The questionnaire consisted of IB items, 16 

of which were direct questions regarding factors involved 

in the selection and training of supervisory personnel. 

Item 17 requested comrients as to what changea the re- 

porting companies would recommend in personnel procedures 

within their own companies. Item 18 asked if a stumnary 

was desired. 

The information presented in this study is based 

upon the returns from 74 of the 170 firms which received 

the questionnaire. Comments from five companies who 

replied by letter rather than the completed question- 

maire were not included in the summaries. 

The need for the study is self-evident due to the 

Ereat increase in industrial development in this area and 

the lack of any such previous survey coer1ng this 
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section. With the added importance of labor in Indus- 

trial peace and harmony and the return cf industry to a 

peace-time basis, this particular period is considered 

opportuno for such a survey. 

No attet was made to select companies of a par- 

ticular size or representin, a particular industry which 

mij;ht be better able to pay for full-time personnel or- 

ganizatlons. As a result, the companies that responded 

represent a cross-section of typical industries within 

this area. As the study Is general In scopo, correla- 

tions between the various items that compose the ques- 

tionnaire have not been made as these would have little 
value. The findings of this study indicate the percent- 

age of companies In the Pacific Northwest having person- 

nel departments compares favorably with other sections 

of the United States. It Is interestIn. to note, how- 

over, that the percentage of personnel departments Is 

eater in the largo firms than in the small. This in 

itself indicates the necessity of size as well as fi- 
nariclal ability for a properly equipped personnel depart- 

mont. 

The findings show the Pacific Northwest firms 

recognize the value of merit rating scales as a basis 

for promotion, transfer, and layoff In about the same 

percentage as firms investIatod in similar studies 
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covering other sections of the country, However, the re- 

su1tt; Indicate tu? industrial firma of thio area aro 

slower in reco.izinr the value of tests In the selection 

and promotion of supervisors. This can be seen in corn- 

parin the results of this stuy with that of Stagner 

(Table i). In addition, there is less use iade in this 

area of cuiniative records and lees confidence placed in 

the ir value. 

This study shows that of tho firms answering tus 

questionnaire 80 percent have personnel departments; 18 

percent uso tests in selection and promotion of super- 

visors; and 34 percent use merit rating scales as a basis 

for promotion, transfer, and layoff. Thirty percent use 

cumulative records in selection of employees for promo- 

tian to supervisory rank. Of this number, 40 percent be- 

lieve cumulative records aro satisfactory while 43 per- 

cent are not certain as to their valuo. Only 19 percent 

indicate union aeoments rep;ardin; seniority are factors 

in promotion of supervisors. Seventy-four percent ve 

definite promotion policies. Few factors in business 

tend to cause more hard foelins and antaonism than the 

lack of a suitable and systematic promotion policy. If 

an employee realizes his hard work will be repaid by a 

chance for prou»tion, his morale will tond to be better. 

This in itself will help reduce labor turnover arid 



decrease labor strife. Strne as it may aeem, the re- 

search in the field of personnel bas shown that until re 

cently most proTnotion have been a result of a hunch on 

the part of the foreman or executie who has the author- 

ity to promote, ratIr than being based on a check of 

records, testing, or merit rating. 

Fifty-four percent of the reporting companies have 

required training programs Often the individual workman 

does not feel enoui responsibility and interest to de-. 

vote his time to such training if lt has to come out of 

his own pocketbook or on his own time. This study shows 

that 92 percent of the companies answering question 15 

state their training program is company financed. The 

trend toward having the program during company t 1mo and 

not expect Ing the worker or supervisor to come back to 

the plant after the work day is finished Is important. 

Ninety-seven percent of the respondents Indicate 

that the supervisors are eligible ior promotion to 

executive positions but this figure Is questionable 

since only 33. companies answered this question. A high 

percentage of firms promote their employees to super- 

visory positions but when it Is necessary to select 

foremen from outside their oi oran1zation, rival firms 

and collego are the chief sources. 

Considering the conmients made by many of the 



reporting companies, a definite trend is shown toward a 

jreater use of objective methods for selecting, pro- 

moting, and training supervisory employees. This is en- 

couraging as the growth of such a practice will tend to 

stabilize labor practices, assist in developing coopera- 

tion between labor and manaement, and improve the mo- 

rale of the supervisor. 

Ro connendat ions 

Many questions are left unanswered as this study 

touches only a few of the broader aspects of the field 

of personnel relations. The following recommendations 

are made for futuro investigations in this field: 
(1) A study should be made of the relationship 

between the success of the supervisor and 

the various tests used in selection and 

promot ion. 

(2) A study should be made of the relationship 

between merit rating and its uso as a basis 

of promotion, transfer, and layoff and the 

aupervisors actual success on the job. 

(3) A thorough analysis is needed regarding the 

eligibility for promotion to executive 

positions. This appears to be one of the 

weak items of this study duo to the small 



nuibor of companies replying to this par- 

ticular question. 

(4) Investigation should be made as to the 

actual type of cumulativo r000rd8 used by 

industrial firms in this area and the extent 

to which they are used by top management. 
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22.!! 

Department of 
Psycho logy 

Lower Division 
and Service Work 

Dear Sir: 

OREN STATE OOLI1EGE 
Corvallis, Oregon 

NOVember 22, 1948 

!ith the a1ded emphasis now being given to personnel mat-' 
tors, it is con8idered timely to investigate the present 
policies within business organizations of the Pacific 
Northwest in regard to the selection and training of 
supervisory eloyees. No similar survey has been made 
and the fthdings may be of' particular interest to you. 

This study is beinp made by Ore;on State College wxer 
the direction o1 Dr. E. K. Campbell of the Division of 
Business and Industry, and Dr. J. W. Sherburne of the 
Department of Psychology. 

Your cooperation in completing and returning the in- 
closed questionnaire will be appreciated. Coxnpa ny forme, 
such as tests and merit rating . 

scales, would be of great 
value to this study. No disclosures of company prao- 
tices or forms will be made without permission. 

Copies of the report of this study will 'be available n 
the library at Oregon State Gollege for use or students 
and others interested in this topic. A summsry of the 
report of this study wIll be furnished you upon re- 
quest. 

A self-addressed return envelope is inelosed for your 
convenience. 

2 mois: 
Questionnaire 
Return Envelope 

Very truly yours, 

Kermit M. Johnson, 
Research Assistant in 
Industrial Psychology. 



APPENDIX 3 

QTIEBT IONNAIRE 



THE SELECTION AND TRAININO OF SiPEIViSORY PERSONNEL 

name of Reporting Company Date 

1. The total number of employees in this company is____ 

2. Does your company have a personnel department?______ 
Yes ______No 

3. 1f there is no organized personnel department, please 
check the following individuals who perform person- 
nel functions: 

______ManaEer ______Office Manager Superin- 
tendent 

Others (please specify) 

4. Chock the percontae of your supervisory employees 
(forenien, superintendents, department heads, etc.) 
that are promoted from within your own organiza- 
tion: 

10% 20% _30% 40% 5O 60% 70% 
_80% _00% 

5. From which of the fo11ing sources are most of the 
supervisors, not selected from within your organiza- 
tion, chosen? 

____Rival firms ____Trade Schools ____Hih Schools 
____Colleges 

Others (please name) 

6. Are tests used in selection and promotion of super- 
visors? ____Yes ____No 

7. If tests used, please list them by name: 

(If tests have been originated by your company, a 
copy would be appreciated) 



8. Aro merit rating scales used as a basis for promo- 
tions, tran sfera, and layoffs? 

Yes ____No (A copy of such merit rating forms 
:Toutd beappreciated) 

9 If merit ratin. scales are ueeä, how frequently 
(mo.tha) are ratings made? ____; and how many raters 
are used in rating each indrvidual?__________ 

1O Does your firm uso any type of cumulative rating 
record in selecting employees for promotion to 
supervisory rank? _____Yea _____No 

11, Do you believe these cumulative records are satis- 
factory? ____ea ____No ____Tcortain 

12. Are 1Jiion agreements regarding seniority factors in 
promotion? ____Yes ____No 

13. Does your organization have a definite promotion 
policy? ____Tes ____No 

14. Who evaluates the results of the cumulative records, 
tests, and other factors to determine the individual 
to be promoted: 

____Manager ____Asst. Manager ____Office Manager 
____Super intethint 
Others (please specify) 

15. After selection and appointment of your supervisors, 
is there a required training program? ____Yes 
____No Please check topics in program: 

____Company policies ____Economic theory ____Labor 

relations _Governental regulations ____Safety 

Others (please name) ________________________________ 

Is this training pro:am compulsory? ____Yes ____No 

Is it financed by the company? ____Yes ____No 

Is it during the rej:u1ar work day? _Yes ____No 

16. Aro those who complete the training program eligible 
for promotion to executive positions? ____Yes ____Na 
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17. II you bad a free hand ifl your organization, what 
changes would you recommend in regard to selection 
and training of 3uporvisory employees? (A brief 
statement is desired)_______________________________ 

18. ______ Please check if desire a copy of this study 
forwarded to you. 

NOTE - If requested, any inforit ion will be kept conf i- 
dential. 

Please return in self-addressed envelope 
to: 

Department of Psychology 
Oregon stato College 

Corvallis, Oregon 

Attn: Kermit M. Johnson 
Research Assistant in 
Industrial Psycho10 


