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INTRODUCTION

Personnel Management Defined:

Personnel Management concerns itself with the personal

relations between the members of a group of employees and their
employer, and among the employees themselves.

It is the ob

taining of an efficient human force, adapted to the organiza
tion for which it is intended, and the maintenance of this
force in relations mutually harmonious and profitable to em
ployer and employee.

Sound personnel principles are based on the application
of scientific methods to the human problems as well as to

production and sales.

It is not a cure-all by any means,

but if properly used it will be of increasing help in re
ducing human inefficiency and thus develop the industry.
The lumber industry, as any other large industry needs
a close relationship between employer and employee.

This

picture is made clearer if we think of the lumber industry
as an interweaving of the human element with the material

elements.

Consider the human element as the warp, and the

material element as the woof which interweaves and inter

locks with the warp to make the fabric. 2
The warp of this fabric is the strength-giving element.
It appears again and again giving the whole fabric the life

it must have.

There is justification in saying that the hu

man element is the warp.

J.P. Morgan once said the whole

financial structure was built upon the character of men con

nected with it and not on materials and money.

Andrew Carnegie

said that with good men at his command he could rebuild any

3

physical material loss. *

Men of such high calibre have

recognized the importance of the human element in their bus
iness

success.

The material element includes such things as raw mater

ials, tools, equipment, machinery, buildings, etc.
of money it means wages, salaries,

In terms

costs, prices, profits,

taxes, etc.

Figure 1 shows the relationship of the human to the
material element.

A Good Policy.

A good personnel policy should take into consideration
most of the processes listed below:

1. It should recognize individual differences as to

capacities, ambition, interests, desire for security, etc.
2. It should recognize the present fast moving trend

toward group action by labor and its desire to have some
voice in those things in which it is vitally Interested.

Management should not be so prejudiced toward collective
bargaining activities that it fails to see that individual
differences are important.

3. It should be definite and straight-forward.

A

cloaked policy breeds uncertainty and distrust which are
quick to destroy plant morale.

4. It should be generally stable, yet be flexible

enough to meet changing needs of individuals.

Progress must

be allowed for.

5. There should be a close relationship between the

a
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personnel policy and other company policies.

Lack of inte

gration and continuity may cause confusion.

6. It should be generally known and understood by all
interested parties.

7. It should give careful consideration to the interests

of all those affected; workers, owners, and the public I

Personnel Management's Place in the Sawmill Industry.
Perhaps now, in times of war and labor shortage, is the
best time to show the sawmill industry the great need of per
sonnel management in their companies.

Men work for more than the pay-check that comes from
the office once or twice each month.

Most men would rather

work for a little less and be in an atmosphere of friendli

ness and helpfulness.

It is only natural for men, then, to

pick those places to work in which they can find in manage
ment the desirable traits.

Of course, anyone can easily see

that great differences in pay will not be tolerated, but a
company with good personnel relations doesn't expect such.

The application of scientific methods in "human engineer

ing" naturally involves a good deal of reasoning.

The lack

of such reasoning has been a stumbling block in the path of
the lumber industry for quite some time.

All lumbermen are well-aware of the great lack of effi
cient hiring methods within their companies.

In the past

and to a great extent at the present time the common laborer

is hired on the basis of previous experiences as he tells it.
There is seldom any check-up on his story or on the man him-
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self before he starts to work.
the vacancy that is at hand.

The man is put to work in
If he later proves ill-suited

to his job, he may be moved or he may be fired.

The blame

is always placed on the laborer and not where it belongs—
on the management.

The modern personnel system develops a

source of labor supply, has a well-developed selection sys
tem, trains employees for their job, and maintains a happy
and efficient working force.

In the sawmill industry there is a great need for a

development of good personnel systems.

This fact is easily

seen by scanning over the history of the past ten years of

lumber industrial relations.

Strikes, lock-outs, walk-outs,

and other such labor strife is a record not to be proud of.
There has been a general tendency for the lumberman to shift

the blame to the unions and employees.

Perhaps this is par

tially true, but there are always two sides to any question,
hecords show that in other industries when a personnel sys
tem was installed after strikes had taken place labor trouble

was greatly diminished.
in the lumber industry.

It is certainly worth a trial even

Part

I

Divisions of Personnel Activities

The following division of personnel activities is not

intended to be a personnel program but merely suggested
activities that have been successful in personnel management

8

Chapter I

Employment

Personnel supply.

for the sawmill.

There are several sources of labor supply

These include:

The job seeker is probably

the most common of all the labor sources.
the employment office in person.

He may apply at

His attraction to the com

pany is possibly a good reputation of the company or because
friends or relatives work there.

The quality of such a source

depends largely upon the community and the reputation of the

company.

This supply is usually much larger in times of un

employment and will be an index to the idle surplus of appli

cants from which to select.

If these applicants are carefully

considered, interviewed and checked, the largest number of

openings which occur in the company will be satisfactorily
filled.

Letters of application.

All letters of application should

be acknowledged, if within reason, in order to cultivate a
very good source of labor supply.

When the application seems

to indicate that the applicant has considerable merit a good
procedure is to send an application blank with a request that
it be filled out and returned together with a picture of iden

tification.

This should be done only when an interview can

not be arranged.

Friends and relatives.

Many of the present employees will

probably have friends or relatives who are in the same type

of work.

If the employee is a good man it is a good bet

that his associates are also.

This policy should not be

followed without careful consideration.

These new men should
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be given the same impartial consideration as any other ap
plicant.

In a small mill it is sometimes undesirable to

have too many relatives working.

Ex-employees.

Employees who have previously worked for the

company and were released due to a slump in the market and

a lack of work are often a good source of supply.

One can

be fairly certain regarding their ability and capacity for
work.

Colleges and universities.

A good source of supply of per

sonnel for the higher grade of employee is the business,
engineering and forestry schools.

This type of specially

trained men is a great asset to the sawmill industry.

A

good practise in recruiting these men is to contact the var

ious schools to make arrangements for the scouts or recruit
ing agents well in advance of the time of their scheduled

visits.

The students are advised as to the opportunities

in the organization.

Care should be taken not to build too

fancy a picture else disappointment and dissatisfaction will

appear later on.

The degree of success attained depends

largely upon the judgment of the recruiting representative.
Scouting.

In times of great labor shortage scouting is re

sorted to as a means of securing an adequate labor supply.
It is not a satisfactory method because it usually means
luring good men from one company to another.

Where scouts

are sent great distances for labor they should be well versed

in the policies of the company and be very familiar with the

terms of employment, working conditions, wages, terms of con

tract, and other essential details.

Failure to do this may
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result in disappointments and increased labor turnover after

the new men are on the job.

Private and Public Employment Agencies.

Probably one of the

most widely patronized sources of securing labor is the public,
private commercial, and private non-commercial employment
agencies.

Both types have their supporters and critics.

One

of the principal objections to the public agencies is their

inefficiency.

Employers have not generally used these agen

cies, knowing the way in which they are run.

Private non

commercial agencies such as trade associations and trade

unions are operated for the benefit of employers and workers

alike.

Private commercial agencies are extensively used by

some industries but only rarely in the sawmill industry.
Selection and Placement

Employment Methods and Tests.

The interview is usually the first contact the mill has
with a prospective employee.

It should be a pleasant one.

The method of selection or rejection of applicants may well

reflect on later labor attitudes—good or bad.

A rejected

candidate for a position should leave the plant with no

feeling of ill will but with a feeling that his case has
been given honest consideration.

There can be no set form

of interviewing men because every man is different and must
be treated in a different manner In order that all of the

necessary information for a correct decision to be made can

be secured.

This drawing out of the applicant measures the

success of the interview.

This is usually done more easily

by talking on some interest of the applicant until he be
comes free and acquainted.
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If application blanks are used they should be really
used and the applicant should be impressed with their im
portance.

These blanks should not be substituted for the

interview where the interview is much more effective.

The

blanks may be used as a starting point for the interview.
The employee should be made to feel at home in the

interviewer's office.
shouldn't be showy.

Such an office in a lumber plant
The average lumber worker would feel

out of place in such surroundings and would tend to "clam

up".

The office should be comfortable without being formal.
The interviewer's task is to "sell" the plant to the

applicant, but care should be taken not to oversell the

jobs or their opportunities.

If there are drawbacks, they

should be stated, else when on the job these drawbacks will

seem worse when discovered by the worker.

Honesty is the

best policy in hiring men, because they have a pretty good
sense of justice.

The interview should give a good idea as to the ap
plicant's desirable traits, but too much emphasis should
not be placed on it alone.

Employment Tests should not be relied on to a very great
extent.

Their chief value is in determining the point be

yond which a potential employee will not be useful to the
company.

The most useful tests in hiring men for mill and yard
jobs are not written tests but those applied in the form of

an interview.

The more naturally the conversation leads to

the questions of the test the better.

Conversational tests
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bring a natural responsive attitude which usually brings out
more than just a question and answer test.

The conversation

may bring in new angles which will prove of value to the

interviewer in recommending the applicant for certain jobs.
The questions should probably be limited to the job to
be filled.

Usually an applicant has a preference, and this

will limit the desired information to that field.

As long

as the interviewer is fairly certain of the ability of the
job-seeker the tests have served their purpose.

As said

before they serve mainly in classifying the applicants as
to their familiarity with a job or operation.

After a man has been accepted in all other respects he
should be given a complete physical examination before he

is introduced to his job.

The main reason for this action

is the protection of the workman himself.

Many positions in

the sawmills require special physical builds and capabilities.

Men who look the part of a husky man may have some defect

which would cause great danger to his health were he put on
a strenuous job.

The physical examination should not be

thought of as a rejection program but more as a protective
system.

There is also protection for the employer in that work
men who are physically unfit may cost the company money in
compensation payments and labor turnover costs later on.

Selection

of the employee for a certain job should at

all times be a fair and just decision; not only for the can

didates but for the company itself.
stake in each man as he is hired.

The company has a big
The employment officer
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should look at a new man with the feeling of having selected

a man who will make money for the company.

Of course, there

should always be mutual benefit.

All questions of how good a prospect a man is can't be

answered in tests and interviews.

They can only be limited

down to a few which must be answered on the job.

The employ

ment department can only apply the measures available and hope
they are right.

When mistakes are made, it should be easier

to correct that faulty judgment the next time.
Introduction to company and job.

When a man is hired the

job of the Employment Department is just beginning.

One of

the best ways of having dissatisfaction among new employees
is to use slip-shod methods of introducing him to his work.
Of course, the first thing to do is acquaint him with the
company itself.

If possible, there should be a small hand

book of information containing history of the company, a

department survey, an organization chart, a promotion chart,
rules and regulations, safety program, and other important

information.

The new man should be urged to study it, but

it should be so constructed that no urging is necessary.

The

employing officer or one of his assistants should give the

nev/ employee a few pointers on company policy, and especially
safety.

Great care should be taken to do a good job of intro

ducing the man to his job.

The old style of giving him a slip

of paper and report to a certain foreman is definitely bad
management.

He should be introduced to the foreman carefully

so that he feels at ease.

The men with whom he is to work
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should tie introduced.

His duties should be outlined clearly

and the order of procedure explained.

If he is a green man,

there should naturally be a period of training.

It is pro

bably better to have a regular worker to help the new man get
started than for the foreman to do this, because new men some

times have a case of jitters and are much easier handled by
one of their own rank.

If this method is used it must be

made sure that the old employee has the correct procedure.
A good system often used in other industries is to have

a "sponsor", or regular employee, to look after the new man

until he is acquainted.

This "sponsor" is usually an employee

who has shown an interest in new men and likes to help.

He

would show the new man the drinking fountains, toilet, lunch
room, etc., and help him generally to get acquainted with his
new surroundings.

Follow-up.

The employment office doesn't forget the newly

selected man when he is placed in his new capacity.

A follow-

up after a few days and again after a month or so is essential

to check on the quality of selection and keep the employee
feeling he has someone interested in him.

The first few days should find a personnel officer coming
around and showing signs of interest in the man.

Get acquainted

with him, find out how he likes the work, see if he has any real

or imaginary grievances.
himself.

Don't let him keep such things to

They may be little insignificant things to a foreman,

but to him they are Important.

He may want suggestions on how to improve his work,
he may not understand some of his instructions.

These should
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be cleared up.

It may be advisable to have an interview after several

weeks to go over and clear up things that have come up since
going to work.

Promotion.

Promotion of a sawmill man usually means a lot

to him, and he will work hard to get it.

Promotion, then be

comes an important part of personnel work.

There are several

forms of promotion including:
1. Wage and salary increases.

2. Increase of authority, responsibility, position, or title.
3. Increase vacation, or other decreases in working time.
4. Transfer to a better location in a department.
5. Better working and living conditions.
6. A chance for training and experience in a desired field.

7. Extended length of service. 3
No two individuals will work with equal effort toward

the same goal.

They have different standards of measurement

for a promotion.

Because of this condition, a choice of pro

motions must be offered to the employee.

Interest and initi

ative will be greater if promotions are a common thing.
A regular promotion system should be devised for all

plants in order that interest and confidence of employees may
be obtained.

Incentive will be increased, production and com

pany earnings will be increased by increased efforts, employees
will be made to feel that their company will give them a chance
and not hire new men for higher positions, employees will feel
the need for training to secure better positions.

Sawmill men know the extent to which good ambitious men
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leave because of lack of confidence in future advancements.

It is nearly always the good men who leave for such reasons.
An inferior man doesn't think so much of his future.

Small

sawmills have a hard time interesting progressive men to stay
and work up, because the organization is so small that good

positions are few and those are kept by the present employees
for a long time.

So when a little mill has a vacancy in such

a spot as foreman, superintendent, manager, etc., there is no
one capable of taking over and an outside man is brought in.
There should be a definite system of promotion in the

company.

A promotion chart should be set up.

This will vary

in complexity and form with the size and type of mill, but in
general will be made the same.

A sample for a 200M plant is

shown in Fig. 2.

Transfers.

A transfer is the act of moving an employee from

one job to another.

It should be considered as a movement

for the better as concerns the employee and employer.

Increased

interest in his work, reduction of monotony in labor, decreased
labor turnover, elimination of "dead end" jobs, increased health
conditions because of a switch from tedious work, and may re
lieve friction within a department.

A transfer plan Is necessary to keep a harmonious relation
between labor and administration and within labor circles.

'Where a certain individual causes trouble in one department he

may fit in nicely somewhere else.

Monotony is very noticeable

In a sawmill and some means of transferring periodically would
help alleviate this condition.

Discharge.

The discharges should be kept to a minimum.

The
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number will determine to a great degree the efficiency of

the employment department in their hiring methods.

Of course

it would be too much to expect that there would be no need

of discharging anyone.

There are always undesirable traits

which are difficult to find in the selection process.

Men

sometimes become indifferent and neglect their duties, a
condition which soon leads to a condition of general decreased
production.

These men must be weeded out of the plant.

Retiring.

Where a company has been set up for years

there should be a definite retiring program for employees.
This program will be based on length of service, quality of
service.

A man should have no place in a sawmill after he

has reached 65.

men.

The work is too dangerous and fast for old

But it is hard for such a fellow to get new employment

when he is through in the sawmill game.

A man who is working

in a mill at 65 usually has been in the game for 20 years or
more and knows no other line of work.

for the decreased flow in income.

He must be prepared

The Social Security Law

has partially filled the gap here and many will consider it

sufficient, but for good relations in a large company men who

have served the company long and well should be given some
compensation.

A graduated scale from ten years of service

up might be sufficient.

The payments don't have to be large

in order to gain a great deal in personnel good will.
Rehiring.

Men who have been laid off during a slack

time should get first chance when more men are needed.

Records

will show what can be expected of them, and therefore the ele
ment of doubt is removed.

They may be put back on jobs which
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they are known to be good at.

Production isn't low during

a training period but takes off at first.

20

Chapter II
Personnel Maintenance

Job Analysis.

Job analysis is the act or process of picking

a job to pieces to see what it consists of, how it is done,
and what is required to do it.

Every job is different.

There

are different motions, contacts, muscular strains, etc.

The

job analysis defines these actions and requirements in order

that job specifications may be made.

plant should be analyzed.

Each job in the whole

Job analysis should consist mainly

of finding out the following facts.

Principal steps
or operations of
the job.

Chief physical
motions of the
worker.

Working conditions
Light, heat, cleanliness, hazard.

Physical and
mental require-

Experience
required.

Compensation and promotion possibilities.

ment.

Job Specification.

After the job analysis has been made the

material should be co-ordinated into a word picture of the

job and of the kind of man needed for the position.

This

material may then be used as a basis for hiring men by the

employment office, and will help materially in hiring the
right man for the job.

The State Unemployment Compensation;

Commission has made a study of Western Oregon Douglas Fir

mills and has printed a manual entitled "Job Specifications

for Western Oregon Sawmill Operations".

This is a very com

prehensive study which contains specifications for practically
all jobs in Douglas Fir mills.

It is not claimed to be applic

able to every operation, but to the average operation.

A sam

ple of a job specifications shows the completeness of the study.
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"LINE UP MAN, PONY EDGER (Sawmill)
SPOTTER, PONY EDGER (Sawmill)
LINE UP MAN, BOARD EDGER (Sawmill)
PONY EDGERMAN HELPER (Sawmill)
LINE UP MAN, RE-EDGER (Sawmill)

Industry: "Lumber Branch:

Sawmill Department Resaw.

JOB SUMMARY:

"Pulls lumber from the Transfer Chains onto the
Pony Edger table. Straightens or lines up each plank
against a steel guide plate to insure it entering
the machine on a line parallel to the cutting line
of the saws. Controls, by foot pedals, movement of
lumber on Transfer Chains. Assists Pony Edgerman
by scanning each plank for the best saw cuts and,
at the command of the latter, may turn plank upside
down to permit better examination. Helps Pony
Edgerman, by whom he is directed, to make temporary
repairs.

Not a highly skilled job but he must be alert, quick,
strong and pay close attention to duties to avoid
any delay to the flow of lumber.
MACHINES;

"Feed Rolls—Heavy, power operated, rough surfaced
rollers found on many wood working machines to
grip lumber and force it through the machine on
a straight line.
Pony Edger—Much smaller than the standard Edger,
it saws bark edges from boards and dimension stock,
or splits them lengthwise to separate the higher
lumber from a lower grade.
A power operated
machine which contains usually one or more cir
cular saws, all rotated on a single shaft, and
spaced or adjusted horizontally by hard levers to
saw planks or boards into predetermined widths.

It is equipped with power driven grooved Feed
Rolls, also pressure rolls, both lever controlled,
between which the lumber is gripped to force it
through the machine.
Transfer Chains--Power operated, flat link, endless
steel chains installed in conveyor tables to trans
fer lumber
another.

sidewise from one

set

of Live Rolls to

EQUIPMENT

"Leather gloves—Furnished and worn by worker.
MATERIALS.

"Fir, Spruce, Cedar and Hemlock lumber.
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SURROUNDINGS.

"otands on a platform, slightly above the mill floor
and facing the Transfer chains.

Air filled with

sawdust particles, noisy, drafty.
HAZARDS.

"Subject to injuries from lumber falling from
transfer

chains.

RELATION TO OTHER JOBS.

""May be hired from outside.
Promoted from: Off Bearer, Green Chain, Piler,
Lumber-puller.

Promoted to Pony Edgerman.
This job may be added to the duties of Pony
Edgerman.
S PEC IAL INFOitMAT I ON.

'"Has he worked in a Fir or Spruce sawmill?

De

sirable that applicant show, a work record of at
least

six months in a mill in the area west of the

Cascades.

With what type of Pony Edger is he

familiar? "

4

It can be easily seen that the study would not exactly
fit every operation, but would be 0. K. for most operations.
The above example shows how much easier it would be to select

a man after the job had been fully described than if just a
Pony Edger, Line Up man were wanted.

Job Classifications.

Job Classification is the system of putting

together, in separate classes, those jobs which are closely

related in the amount of training, education, special knowledge,
ability, judgment, etc., that a worker would need to hold the

position.

Each job is rated on a scale such as the one con

structed below.

GENERAL EDUCATION.

Maximum points 6.

The degree of gen

eral education, attained through schools or individual
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study that would be necessary for competent performance
in the position.

SPECIAL TRAINING AND EXPERIENCE.

Maximum points 8.

The

amount of training in special courses that would better

fit the man to the job which are generally required for
•the job, such as grading courses.

SPECIAL KNOWLEDGE.

Maximum points 6.

Specialized know

ledge of the functions of a department and its operation,
or of a process.

ACCURACY AND SYoTSM.

Maximum points 6.

The necessity

of accuracy of an operation and the amount of system
need for it.

ABILITY TO PLAN, EXECUTE, AND ACCEPT REoPOxNSIBILIrY.

imum points 8.

Max

The extent to which the position requires

the ability to plan for oneself or for others, to carry
out policies, and be responsible for results,

SUPERVISORY ABILITY.

Maximum points 4.

The degree to

which there is requirement for the person to direct and
gain co-operation of others.

JUDGMENT.

Maximum points 6.

The degree to which good

judgment is necessary for success on the job.
MENTAL ABILITY.

Maximum points 3.

The mental develop

ment necessary in order that details may be remembered,
decisions made quickly and accurately, and that the
worker may be able to sense significance of a situation.

ABILITY TO MIX.

Maximum points 4.

The need for a person

ality that will permit good contacts among fellow workers.
POWERS, OF DISCRETION.

Maximum points 4.

Measure of need

for discretionary powers in dealing with men and materials. 2

24

The above Classification Plan has its first application

and its greatest one in connection with the employment function
of selection and hiring.

When the employment department seeks

a competent man for a position there must be a good record of

the job in order that a reasonably accurate decision may be
made.

The classes will have those jobs in them which are

similar in kinds of work and in rank of work.

The second application is the use of the plan in real

izing a more just compensation system based on a fair analysis

of the value of the job, the kind of man needed, the qualities
of the man needed, etc., will give both employee and employer
a fair deal.

Of course this will have to be adjusted as a man

becomes more familiar with his job.

A man would not necessarily

get top pay for a job when he knew nothing of it.
Wages and Regards.

A wage or salary plan is essential if good

labor relations are to run on a smooth plane.

A definite plan

of action with fair means of administration is a part of per
sonnel work.

some of the conditions which have led to labor trouble,
and justly scyare:

"1.

Varying rates of pay for similar kinds of work.

2.

Present salaries the result of seniority rather

3.

than difficulty of work performed.
Increase in salaries due to efficient self-sales

manship on the part of the employee, or to selling
ability of the department head rather than to

improved performance or greater value to the com
pany.

4.

Material differences in standards of salaries in

different departments, in other words, high and
low paying departments frequently irrespective
of the type of work done.
5.

Resentment of department heads to promotions.
If the jobs have not been analyzed, demonstrat

ing the differences, the transaction savors of
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6.

Irregularity in the practice of granting
salary increases.

7.

No plan of promotion enabling the employees
to fit themselves for the higher positions
where the higher salaries should be In pro
portion to increased responsibilities.

8.

Hiring of new employees at higher rates of pay
than being given to satisfactory workers on

similar positions elsewhere in the organization. 2

The stimulus to set up a salary plan or policy may come

from the employment department, the manager, or someone else,
but the important thing is that one must have information for

such a plan, and this information can best be obtained by use
of the Job Analysis, Specification, and Classification that

has been described.
are two more.

In addition to these three jobs there

The first is salary or wage standards which

calls for a minimum and maximum salary limit to each class

or grade.

The second is salary or wage adjustment which re

quires a standard plan for analyzing new positions, reclass
ification of revised positions, and making salary adjustments
on the basis of the individual performance of each man, in
relation to the already established salary ranges of the re
spective grade or class.

Let us suppose that in our job classification that the
jobs ranged in rank from 10 to 49 and that we divided them

into groups such as:

A-(10-15), B-(15-25), C-(25-30),

D-(30-36), E-(36-42), F-(42-up).

Then all of the jobs with

a rating of 30-36 would fall in D class etc.

Thus there is

set up definite groups of jobs which stand apart.

Then we

can say we will pay them according to this grouping, but we

must remember that the labor supply will limit our ability
to do too much setting on our own.

So we can't arbitrarily
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say we will pay 50£ per hour for class A.

We must work from

the labor supply and demand angle and say that if class A

costs us 50^, then we can pay so much for B, C, D, etc.
In setting wage standards, a good way is to plot or
chart existing wages for each grade.

Rule out those salaries

which are abnormally low or high which may be due to seniority
or transfer.
the grade.

Thus we arrive at the extremes of the wages of
Then about the only way that we can judge the

fairness of the wage is to give the executives the company's
history of the wages of the class and a comparison with other

wage payments in the community and let them judge.
Salary adjustments should come slowly and not make hard
ships on those being cut or on the company when some are

raised.

A gradual shifting of wages after the employees know

of the plan and understand ho?/ it is to work will meet with

little resistance as long as it is fair.
Employee Representation.

As much as there has been a "Hello

Joe" feeling in the plant in most lumber concerns, there has
been a definite lack of it in the administration of personnel

relations.

The modern factories of the East are rapidly rec

ognizing this fact and are doing something about it.

There

is nothing which will gain a man's interest as much as a feel

ing that he is helping to manage or to advise the company's
executives.

And naturally so.

People like to feel that per

haps they do amount to something after all.

So it has been

suggested that the lumberman take his workers in to help him

operate his plant more efficiently.

The manager could invite

the workers to elect to a council a given number of represent-
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atives who would meet with the manager once or twice each

month to discuss problems of manufacture, labor troubles,
housing, employment, etc.

This council need not have power

to pass anything, but could be of great help in an advisory
capacity.

From men who have been in the lumber game several

years there are bound to be good ideas of production and other

phases.
ideas

The manager would probably find that suggestions and
which would never be thought of among his staff would

be forthcoming from such a group.
under the name of Works Council.

The group could well go
Specifications for such a

group might be that:

1.

Must have worked at least two years for the
company.

2.

Must have worked five years in the industry.

3.

Must be willing to talk with the manager
man-to-man without mincing words.

4.

Should have sound ideas to bring up.

5.

Should take suggestions from other employees
for discussion if they merit such,

6.

Shall be elected for one year by popular vote.

Another good plan, if administered fairly, is the use of
a Suggestion System.

This system should be set up on an in

centive system either cash or recognition.

The employees

would make suggestions for improvements in production, pro
motion, or any other phase of the operation.

These suggestions

are turned in to the personnel office to be judged monthly by
a committee of employees.

The judges should be picked by the

management with the consent of the personnel office.

There
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should be about twelve on the committee and if possible they

should be representative of different parts of the organiza

tion such as:

(1) production, (2) sales, (3) efficiency men,

(4) machine shop etc., (5) planing operation, (6) drying oper
ation, (7) shipping, (8') maintenance, (9) electrical man, etc.
to get men who know every phase of the operation.

Thus when

a suggestion comes up which has merit there will always be
someone who knows the inside story of how it would work.

If

possible, all suggestions should be acknowledged with a letter.
If cash is used as the incentive there should be a definite

cash prize for the best suggestion for a given time.

When a

suggestion is put into use there should be additional benefits

to the "suggestor".

In some cases non-financial Incentives

may be more effective than cash.

Such rewards as trophies,

plaques, pictures in the office, or some other such pleasant

prize would be valued for a longer period of time, and thus

be more highly regarded.

It should be stressed again that

. this plan is effective only when the workers know that it is
fairly administered.
Mill Rules.

There should be some rules set up which

would govern conduct in the plant.

Such rules would be con

cerned chiefly with such things as company policy, safety
codes, first aid station use, use of libraries and rest rooms,

punctuality, smoking, sanitary conditions, visitors and sim
ilar subjects.

These rules could be very well incorporated

into a general information and guide-book which would be dis
tributed to all new men as they are hired.

They are often

drawn up by the management with the advice of the Personnel
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Department and approved by the Works Council.

This last

approval is important in securing cooperation from the em
ployees.

Labor Unions.

In Western Oregon sawmills there are two

labor unions, the CIO and the AF of L.

From the worker's

point of view these organizations have been necessary in

order that wages may be maintained, employment will be steady,
there will be reasonable hours, and satisfactory working con
ditions.

The unions have certainly made a big contribution

to the industry.

The workers have received their benefits

directly, while the employer has had his return by the in
direct route.

In many cases the unions have had to take firm

stands as a defense measure, and of course others have walked
out on strike.

Such actions have caused a bad relationship

between labor and the employer.

There is a lot of work to be done to get labor unions

and employers together on peaceful terms.

Most managements

need only to look at the record of labor unions and say "See".
But then if we analyze the situation closer we find that most

of these same managements have heen very stubborn in their
views of the matter.

They have been loathe to take labor into

their confidence and try to get the situation straightened up.
They have been too certain that they were right.

Management

needs to wake up to the fact that close cooperation means

greater production and more profits.

So it seems that the

first step is up to the employer to get back in the good graces
of labor.

Labor Turnover.

Conditions involved in hiring, loss, and

30

replacement of the working force is known as labor turnover. 2
It usually means a waste of time and money because of the

slowing down of production.
turnover is preventable.

Without a doubt a go od share of

There are three questions which

naturally present themselves in relation to the subject.
"1.

Is the turnover normal or abnormal in amount?

2.

What is a conservative estimate of its cost?

3.

Are the extent and cost of turnover sufficiently
excessive to warrant further attention?"

2

In answer to the first question we would compute the labor

turnover by the formula | x 100 equals separation rate.
Here S equals separations during a period and P equals aver

age number of persons on the pay roll.
a month.

The period is usually

This monthly average may be compared with other near

by companies or with the index for the industry which are put
out by the U.S. Bureau of Labor Statistics.

A rough estimate of labor turnover costs can be made
within the company.

Such items as employment office expenses

in hiring and placing new men, training new men, and losses
due to spoilage and to increased wear on machines.
costs include loss of production.

Training

Cost estimates should be

separated for unskilled, semi-skilled, and skilled men.

With

the above information a fair estimate of the cost may be made

in order that one may decide just how great the problem is.
There is always a cause for excess labor turnover and one
of the best ways to root it out is by use of an exit interview.

This can be made compulsory by holding back the last check un

til the interview is terminated.

This job is very important

and should be handled with great tact.

A good share of the

men quit when they are angry, and they try to conceal the real
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reason for the move.

The interviewer must learn all pertinent

facts, try, if possible, to show the employee where he might
still stay on by transfer to another department, and to create

good will toward the company in the mind of the employee.

2 A

departing man will often give good sound criticism of a depart
ment or of a job and may suggest changes which will be of ma

terial help.

Perhaps there is a foreman who has the wrong ideas

about personnel work.

Causes for labor turnover are varied, and there follows a
few hints in keeping records straight.
1.

Interview all departing employees.

2.

Check the employee's reasons for leaving against
the foreman's reasons for the departure.

3.

If several reasons are given for leaving, check
up on them.

4.

Decide if an employee is discharged, laid off,

5.

Don't confuse discharges for incompetency with

or quit.

disciplinary action.

6.

If "a better job" is given as a reason, find out
what the job is and how it is better.

7.

Consider each exit with reference to previous

records and if there seems to be need for action,

don't hesitate.

There may be a flaw in the organ

ization which needs immediate attention.

Labor turnover is closely related to improper selection, poor
supervision, unfair wage scale, and poor working conditions.
Supervision.

The men who have supervisory capacities

about the mill have a great deal to do with labor relations.

Most managers find that there is more antagonism and resent

ment in some departments than in others.
work; it is oftentimes the foreman.

It isn't always the

At once the question comes

up "how to pick" a foreman or other supervisor.
should know what a good supervisor would be like.
two-fold.

But first we
His job is

He must put across the management's viewpoints to
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the workers and get their cooperation In production, and he
must put himself in the worker's place in dealing with their
problems.

In order to gain their cooperation he must have a

quality known as leadership.

for another man if:

Men respect and work willingly

(1) they have some affection for him,

(2) they can trust him, (3) they feel he can help them to
gain their ends in making the most of their lives. 2

The

supervisor must also be able to manage, which includes:
(1) the ability to see the whole picture of which he is a

part, (2) a capacity for analysis of jobs and process as
they affect the whole, (3) a cooperative attitude with other

departments in coordinating work, (4) an ability to plan and

execute, to get things done. 2 At first sight these qualities
seem to be hard to find in a man and hard to judge when found,
but when a man is suggested as a supervisor an appraisal should
be made of him.

Make a list of qualities that are desirable

and see if he lives up to them.

A large part of personnel re

lations and actual dollars and cents depend on the outcome.
The opinions of several unbiased persons should be recruited

to judge the man before he is put in a responsible spot.

The

man's ability to get along with men should be one of the big
gest deciding factors.
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Chapter III

Training and Education

Job Instruction.

There are few mills in Western Oregon

that do not have a system of job instruction or the new man
would never learn his work, but how is it done?

Most of them

introduce an employee to an older worker for training and con
sider the whole thing solved.

efficient way to do it.

This is not the correct nor

The foreman usually forgets that the

older employee may have been doing his job wrong for 20 years,
that a few new movements or changed stance, or new arrangement
would increase efficiency and make the job more enjoyable.
There is so much to be done there especially in the lumber in
dustry.

So much of the time the responsibility for the learn

ing process is placed upon the new employee.

can learn his job is by watching others do it.
the good points and also the bad. points.

The only way he

He will copy

For men who know

sawmill workers there can be little doubt that all of them

would not be good teachers.

How well some of us recall how

students in school who in quest of kno?/ledge from natural cur

iosity have had their hopes and desires blasted by supposedly
trained and efficient teachers.

in an adult and in a sawmill.

The same can easily happen

'We used to say "you can't keep

a good man down", but now we aren't so sure.

Of course the

good man will still outclass those with whom he has an even

start, but give the good man training and watch him go.
We must go back and dig out the job analysis for the

position for a basis of teaching.

As we have already seen,

the job analysis is a comprehensive piece of information to
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show just what the job is.

lit is not a catalogue of mo

tions, but a coordinated picture.

The new employee should

study the analysis before ever seeing the job and again after
watching some one on the job.

Send an instructor with the

new man to point out the difficulties and little things about
the job while observing the man on the job.

After the new

man has become familiar with the job, take him under job con
ditions and demonstrate the operation to him.

tell him all that he needs to know.

Don't "bawl him out" for mistakes.
bad

Then let him try it.

It only makes him feel

and the mistake isn't corrected.

Show him his mistakes

and explain carefully whjp they are mistakes.
self in his spot.

yourself.

Be careful to

Try to put your

You were probably as inexperienced once

After the student has taken over the job, come

back every day and observe.

If he is still making mistakes,

don't hesitate to correct them.

Usually the final instruction falls on the foreman.

The

foreman is in most plants a very important cog in production.
He has more technical knowledge than the higher executives.
He knows his department thoroughly and each job in the de

partment.

If a foreman has the correct personnel attitude,

he can do a great deal of training and education among his
men.

He must want to do it and not feel that he has to per

form to hold his job.
of cooperation.

There must be interest and a feeling

Men who want to advance in the department

should have cooperation from the foreman in training for
higher jobs.

The manager should see to it that his foremen

know the importance of the position they hold and its spot
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in production.
them.

There should be a sense of pride imbedded in

Then they are anxious to watch their department function

more smoothly, to promote men who will make good.
Promotion training.

Probably the most widely used in

sawmills and probably one of the best promotion systems is

the Understudy method.

The line-up man on the Re-saw usually

takes the Re-sawyer's place.
Ratchett-setter, etc.

The head-dogger usually goes to

And that is as it should be.

But usu

ally when we get higher up, or into executive spots there isn't

the usual understudy method.

most promotion systems.

That seems to be a weak spot im

When a Yard foreman quits, dies, or

leaves for other reasons, the management casts about for a
man to fill his place.

Then there is a sudden realization

that there isn't anyone who is sufficiently trained to do the
job.

So a man is brought in from outside and there are dis

appointments among lower foremen because they feel that men

are being brought in above them when a job is open; so, they
must be about as high as is possible to go.

men have grounds for their ill feelings.

And these fore

It isn't right I

There should be a man ready to take over when a higher job
is opened.

Of course there are times when new blood at the

top may be needed to bring in new ideas, but such should not
become a practice.

Special Training.

There are a few things which any mill

could and should train their men to do.
ing lumber.

One of them is grad

Every man in a lumber mill should have at least

a general knowledge of lumber grades and their limitations.

This training can be worked out very well in evening classes
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once each week.
two years.

Such classes need only be held about every

There should be an unbaised, friendly leader who

knows his grades.
Company Library.

Mills that are back in the hills or at

least some distance from large towns should provide their
employees with a library.

This is especially true where men

can't have their families where they are working, or where a
good many of the men stay in bunk-houses.

Good recreational

reading as well as heavier, serious reading should be pro
vided.
be used.

Trade magazines and industrial education books should
Such reading will not only broaden the lives of the

men, but will keep them from trouble.
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Chapter IV

Safety

When mention is made of safety there is an immediate
reaction that safety practices are dictated by the State

Industrial Accident Commission or the Insurance Company.
But such work is only the minimum that must be done.

is far from adequate.

It

Steps must be taken on the company's

own initiative to make the plant a safer place to work.

There is a tendency on the part of managers to dismiss ac
cident costs and insurance as something that can't be helped.
Such is not true by any means.

Safety pays I Let's take a look at the cost of compen
sation costs to the company as paid to the State Industrial

Accident Commission.

we have 200 men making

Assume the base rate to be §5.50.

If

$120 per month each, there would be

a cost of $1,320 per month or §14,840 per year.

The law

provides that if the disbursements paid by the commission to
the employees or for hospitalization amounts to less than

40% of the contributions made by the employer, then the rate

of contribution for the following year will be reduced by 50%,
Fifty per cent of the above total would be a saving of §7,420
in one year.

There are other degrees of saving depending

upon the reduction in accident payments.

see that safety does pay.

So it is easy to

Conservative estimates suggest

that the cost in compensation to the fund is only a small
part of the total cost of accidents.

Losses that never are

seen amount to four times the actual Insurance costs.

These
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losses would be felt mostly in losses of production through
loss of morale, time lost, broken machinery, etc.
Mechanical Safeguards.

When the management gets orders to

put up certain guards for safety they comply, but there should

be no waiting to be told.

A manager should be eager to pro

tect his men, because they represent a big investment, if for
no other reason,

oafety devices over belts, gears, shafts,

conveyor's, saws, chains, etc. should be put up without being
told.

The workers themselves are a good source of information

concerning where a safety device is needed.

Any place where

a man may slip and fall into a dangerous position should be

guarded.
into,

Millwrights and oilers have the worst spots to go

ohafts, pulleys, chains, etc. will get one ever

often unless proper precautions are made.

so

A complete study

of the whole plant should be made at least annually to find
new danger spots.

Safety Education & Publicity.

Impressions should be made upon

personnel as to the value of safety, what it is, how they can

help, the importance to them and to the company of such work,
etc.

Ask for cooperation from them.

A safety bulletin board,

if handled right will make men safety conscious.

be handled right.

But It must

Catchy signs, pictures, sketches, and stories

put up in attractive colors will attract attention.
must be conspicuous.

be changed often.

It must hold Interest.

The board

It will need to

Once the men make a habit of looking at the

board they will become safety conscious.

Other material than

safety should be on the board,

A safety booklet may be handed to each employee, or safety
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suggestions may be included in the general information hand
book.

Probably the best way to teach safety Is to have the
Foreman or a Personnel Department man to show the new man the

safety practices on his job.

When careless habits are cast

aside by the group, new men take safety in stride.

Safety Inspection.
work.

There should be some incentive for safety

Competition between departments for the best safety

record is effective.

A prize for the best record at the end

of a given time will induce closer cooperation in cutting
down accidents.

Signs in each department telling how many

days have elapsed since a lost time accident will make men

more conscious of the thing.

A desire not to be the first

to break a good record has a strong influence.
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Chapter V
Health

Physical Examination.

A new man should not be allowed to go

to work without having at least a preliminary physical exam
ination.

Where it is possible a complete examination should

be given before going to work.

There is too great a chance

that a man wi 11 be taken into the organization and put in the
wrong place in accordance with his physical capacity.

Some

men, such as green chain puller, pilers, etc., must have a
good physique with practically no defects in order to stand

up under the work.

Contagious disease may be spread by new

men unless they are checked.

Men with certain defects may

cause injury to their fellow workers, or they may claim in
jury on the job and collect compensation for the old defect.

The examination also gives information to the employee about
his health, and it may serve to act as a stimulus to have a
fault

corrected.

In cases where there are defects or slight disturbances
a re-examination should be conducted after the person has
been on the job for a short time.

A periodical check-up for

all employees should be made to catch nev/ defects and correct

them before causing serious trouble.
First Aid.

Every man in a sawmill should have a pretty fair

knowledge of first aid.

Classes in first aid can be taught

to a group very easily.

The greatest benefit fromssuch know

ledge is the impression it makes on the worker concerning
safety.

He learns pressure points, sterility, artificial

respiration, etc., and he will be more apt to think in terms
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of such learning.

He will think twice before digging out a

splinter with a dirty knife blade, because he knows it may
cause infection.

Thus lost time from the job is decreased.

To be effective the course should be taught by a competent
man, one who knows his subject and can put it across.

First aid boxes can be placed around the plant, but it
is generally conceded that it is much better to have one cen

tral first aid station.

If a plant is large enough, a nurse

or doctor may be hired full time for such work.

There should

never be too much emphasis on amateur first aid on the job,
but such may be used in an emergency.

'Where it is possible

a man should be sent to a practicing physician for care.
Medical Treatment.

The big job of any medical department

should be to keep the men well and on the job.

In plants of

size large enough a part time doctor and full time nurse can

be used effectively.

There should be an office and dispensary

open to all workers.

The nurse, being on the job full time

for accidents and health problems, should find time to visit

mill men's families.
know.

If there is disease, the company should

If she finds a deficiency in diet, she can help the

family by suggesting a healthful diet.

be prying to get the facts.

There is no need to

A cooperative attitude will get

much better results.

For small plants, a doctor's services for part time is
usually easily obtained.

If there are several plants in one

vicinity, he may be hired full time by all of them together.
Group insurance under the National Hospital Association is

one of the best ways to keep a healthful personnel.

This
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plan is being used by most of the plants,

in many cases the

larger plants could carry the insurance cheaper than the
Hospital associations.

sanitation.

There is a crying need for more sanitary con

ditions in the sawmills of Western Oregon.
in dust-laden quarters cause

disorders.

Poor ventilation

a great deal of nose and throat

Unsanitary place to eat lunches, lack of wasliing

facilities, wholly inadequate and dirty toilet facilities,
dirty drinking water fountains, and many others causing one
to wonder why there isn't more sickness in the plants.

Con

ditions of the above sort make it very easy for diseases to
spread rapidly among the personnel.

Such should be remedied

in order to stop the high rates of sickness that cause ab
sences from work.
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Chapter VI
Service Work

Thrift Plans.

Under the Social Security Act men retire at

65 and may then draw a pension for the remainder of their

lives.

There is no doubt of the great amount of good the

act will do, but there should be more saving programs than
one in a worker's life.

war to buy Defense Bonds.
Is good savings policy.

He

should be induced now in time of

Insurance of the Endowment type
Many men in the industry make good

money only to find themselves one day to be old, out of a
job, and very little to live on.

There should be a definite

effort on management's part to get men to save for that rainy
day.

Recreational & Social Activities.

In this day and age people

feel that there is plenty to do in the form of entertainment

without working something up.

Perhaps there is, but there is

no substitute for a good community social gathering

Men be

come acquainted with one another, with each other's families
and wives.

Such activities bring men closer together and

make them feel like working together.

There is a definite

need for such activities.

Basketball teams, softball teams, etc. from within the

plant or in competition with other plants bring about a feel
ing of cooperativeness and give the men something to look
forward to.

Work, alone, will not make men happy.

Gymnasium

facilities to spend Saturdays or evenings in, bowling alleys,
pool tables, and tennis courts help to raise the morale.

Such

activities will keep men and families interested in the place
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and will decrease labor turnover.

The need for such activities is especially urgent in
small town where the company owns everything, or at least is
the largest industry.
the working force.

It pays off in better cooperation in

A satisfied man is easier to work with

than he otherwise would be.

Housing.

There should be a definite effort to see that em

ployees are given good housing.

This is the lumber industry.

We claim that wood is one of the best products for home con

struction.

A good way to advertise that fact is to have good

housing for employees.

Some of the company towns are monuments

to poor construction and upkeep, a standing example of how not

to build homes.

It is cheaper in the long run to build good

houses than to build and rebuild over a period of time.

Of

course there is no need for large houses, but they should be

well built.

Satisfaction of the family, especially a wife or

mother, is very important in preventing labor turnover.

Plant Magazines.

Men like to see their names in print.

They

like to feel that their efforts are recognized and appreciated.

A plant paper or magazine is a good means of showing this rec
ognition.

Once each month Is often enough for the publication.

News of promotions, transfers, new records, accidents, and

other such items are always interesting to men on the job.

Family news of the community, news about the employer, company
policy changes, social activities, and recreation are inter

esting.

Such a magazine is a good place to put across safety

and make the families conscious of it.

Where the plant is not large enough to justify such a
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paper there should be cooperation with local newspapers in

advertising the activities of the sawmill employees.

If

Johnny Jones was promoted, tell the story of Johnny.

Sell

the community the idea that there is one place where the per

sonnel is treated right.

If Johnny is from out of town, send

a story to his hometown paper about him.

Legal Aid & Miscellaneous.

When a man wants advice on legal

questions or any other matter he should be taken into the

office and given the best advice that is to be had there.

If

there isn't anyone who knows enough to answer his problem,
send him to someone who does.
missed lightly.

The thing should not be dis

It should be given serious consideration.

The worker's problem probably means a great deal to him, and
it may cause him worry which affects his work.

member good advice.
of the matter.

He will re

He will also remember a light disposal

Men seeking advice usually have a hard time

bringing themselves to ask for it, and expect fair consider
ation when they finally bring themselves around to it.

When

it becomes generally known among the men that their problems
can be taken to someone in the company and have them treated

as confidential, important matters, the respect for management
comes up considerably.

46
Part

II

Management Rating

Management, in relation to personnel, may be rated ac
cording to its activities.

There are certain minimums be

low which a company can't afford to let its personnel activ
ities decline.

There is also a certain point above which the

returns will not be great enough to warrant the extra invest
ment.

In making the ratings for the different mills an effort

was made to get between these two points.

The activities involved in this rating system are based
mainly on the findings of the National Industrial Conference

Board in their book, "industrial Relations Programs in Small
Plants".

The activities which they found to be successful in

small plants, which could apply to sawmills, were adopted.
By adding several very apparent sawmill needs the list was

made.

The list is not to be considered as complete by any

means.

These have been tried and are known to be good.

Many

more may be added or substituted for some on the list to make

it very much better in completeness and workability.

To be

good such a list must be kept up to date to meet changing
needs of the worker and management.

To arrive at the proper weighting for each activity, the
popularity of its use among plants all over the U. S. were

used.

These charts In the above book showed what per cent

of the plants have each activity.

The plants cover all fields,

but there is a close correlation with the activities in the

lumber field alone.

There was need for some adjustment of this

due to changing trends, since the book was published, in work-

47

men's living conditions.

But on the whole the rating of ac

tivities was taken from their use in the industries of the
U.

S.

The correct rating for each size class of plant was made

from tables 11 and 12 of "Industrial Relations Programs in

Small Plants".

The table shows the percentage of plants, of

employee size-class, which use a certain activity and whether

or not they found it satisfactory.

Converting the employee

size class into M board-foot size class a good index of the
average mill was arrived at.

From this the two extremes were

found by a matter of estimation of the values based on the
average.

Below is the list of activities and the possible points
for each one.

Each activity indicates the best practices in

the activity.

The individual mill may take his classifica

tion by comparison of his practices with those of the ideal
list.

ACTIVITIES

Possible Points

Employment:

Use job description to hire
Interview all applicants
Interview only when men needed
Give vocational tests to those Interviewed

3
5
4
4

Selection made on basis of a complete analysis
New employees shown around plant before going to

4

work-5

Introduce new employee to his fellow workers
New man given Handbook of information

5
4

Polioies, Rules, Safety Code, etc. explained to
men—5

Introduction to job by competent man

Follow up to correct mistakes.

8

Courtesy in doing
so-5

Organized promotion system
Promotion plan understood by employees

5
3

Transfers made in preference to firing

4
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Transfers used to quiet disturbances

3

Transfers used in cases of health disturbances

5

Discharges made only when necessary
Discharges made after thorough investigation
Retirement of old employees at 3ome pay
Old employees given preference after lay-offs

3
4
3
4
4
3

Centralized employment
Centralized discharge
Labor turnover records

5

Interview of leaving employees

5

Personnel Maintenance:

Job analysis of all positions

5

Job specifications made for key positions

4

Job specification made for all positions

5

Jobs classified for wage payment

5

Wages based on classification system

--5

'Wages administered fairly
Bonus for length of service
Bonus for quality of product
Profit-sharing for wage earners
Works council-committee type
Suggestion system-definite incentive

5
3
2
3
5
7

Garden and other development
Employee dances

3
4

'•

Picnics and outings

4

Fill rules:

Safety practices

7

Attendance

4

Visitors - regulations specified

3

Labor union cooperation
Per sonnel Department

6
10

Training and Education:
Apprentice training

6

Training unskilled and semi-skilled employeesTr
Special training

6
4

General

educational

courses

5

Employee magazine
Bulletin boards, for news and education
Education by company and schools
Foreman training
•

5
5
4
10

Americanization

-5

Health:

Physical examination:
Initial

Periodically for all men
Organized first aid work
Company dispensary
Plant physician--

10

7
8
5
10
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Plant hospital, fully equipped

10

Plant nurse

10

Community nurse

7

Rest rooms

5

Washing facilities

5

Shower baths

'

'•

Dressing rooms

5

5

Lockers

3

Safety:

Safety committee
Periodic plant safety inspection
Inter-departmental competition in safety work
Safety bulletin board
Enforcement of safety rules

10
10
10
5
15

Service 'Work:
Insurance:

Group life
Group health and accident

5 .
5

Vacation with pay for wage earners

5

Savings plans

6

Loans to employees in emergencies
Cooperative purchasing
Company store
Transportation, free or at reduced rates
Company housing for employees
Home purchasing plan

5
5
5
5
4
7

;

Athletic teams

7

Athletic facilities—Field, gymnasiums, etc.

10

Employee clubs

8

Club room or house
Motion pictures

8
5

Library
Long service emblems

10
5

From the list above we get the following classifications:
POOR

AVERAGE

VERY GOOD

Up to 25M

70

135

200

25M to 50M

80

180

280

50M to 100M

140

235

330

100M to 200M

180

285

390

Over 200M

230

340

450

SAWMILL
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Results of a Good Personnel Program:

The results of a good personnel program can be mea

sured in dollars and cents.

The effect is an indirect one,

and will not be felt for some time after the inauguration
of a good plan.
Better type of Applicant.

There is evidence pointing to the fact that after a com
pany has made a reputation for itself in personnel relations

the type of applicant will be greatly improved.

Fair dealing,

good working conditions, and other good policies soon become

known among the working men throughout the country.
Decreases Labor Turnover.

Unquestionably labor turnover costs are high in the lum

ber industry due to the complexity of the jobs, the great
amounts of training necessary, and a resulting loss of pro

duction when a man leaves the company.

Undoubtedly good per

sonnel relations will cut down the labor turnover to a great
extent.

A large paper concern recently stated that due to

good labor relations it had cut down labor turnover rates 50%
in 13 years. 5
reduction in Accidents.

The safety, education program put across will tend to
greatly reduce accidents, their costs and results.

These

costs are very high in the lumber Industry—in fact it has

the highest frequency rate of accidents in any industry in
the U. S.

It also has next to the highest severity rate.

A reduction of such accidents can be and is being brought
about by safety work.
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Better Health and Fewer Absences.

Through the work of the health service, plant nurses,
first aid work, and recreational facilities, a vast improve
ment of the health conditions will be brought about which in
turn will cut down absences due to illness.

Improved Financial Condition of Employees.

"Introduce a man and his family to a bank and influence
him to go there once a week, and you have performed the best

industrial relations work possible." 5 Other saving plans
will improve the workers' financial independence.

Home own

ership and fewer investments in speculative schemes will keep
the employee in good financial order.

A man relieved of fi

nancial worry is a more efficient employee and thus the bene
fit comes back to the employer.
Freedom from Labor Trouble.

The use of work councils, suggestion systems and other

employee-management systems helps to cut down misunderstandings
between the two.

Of course the other improved conditions help

to cut down these disturbances also.
Increased Production.

It is hard to say that a personnel system alone would

increase production.

It will do this, however, indirectly

through decreased labor turnover, decreased labor trouble,
increased plant morale, and betterment of health of employees.
Better Products.

Through the training program a higher quality of product
is obtained due to a more complete knowledge of the operation.
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Attitude of the Community.

In the case of most companies, and in fact the whole lum

ber Industry the attitude of the people is a point which can't
be passed lightly.

Most companies feel that there is a keen

resentment against their activities due to the public's con

cept of the typical lumberman.

Certainly an improvement in

these relations will help the lumber industry.
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Summary'

There is room for great improvement in personnel re

lations in the lumber Industry.

Management is the logical

place for such action to originate.

The sooner management

is brought to realize their job the better off their whole

industry will be.

Let them put it off and let things slide

and labor difficulties will surely arise.
fickle.

Labor is very

It can't realize costs, understand production pol

icies, long term investment policies; but it can recognize
a square deal.

One good deed doesn't put management on a

pedestal for very long.

The sawmill manager should look his set-up over and de
cide just what his situation is.

He should rate his outfit

and then decide if he should or shouldn't improve it.

He

should be continually on-the watch to make his personnel hap
pier and more contented.

His supervisory force 3hould be

schooled in the finer techniques of personnel management.
Each management tool 3hould be a walking example of personnel

betterment.

There is a place for It.

Use it, and the proof

will be self evident.

Care must be taken not to use a paternalistic attitude

in putting.across personnel work.
a result will not give cooperation.

Labor resents it, and as
A slow start with in

creasing velocity after the workers are willing to participate
will bring the best results.
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