
PREPARING FOR POSTWAR PERSONNEL RELATIONS

BY VIGO C. NIELSEN

THE toughest job in our short
history of personnel administra-
tion wiU confront business man-

agement at the end of the war, and
business will have to act now if the job
is to be handled adequately.

There are three questions that the
businessman may well ask himself as
part of his planning for the postwair
period: (1) What is there in wartime
personnel developments, in continued
growth of unionism and government
control, and in the uncertain future
which portends new problems of em-
ployee relations? (2) Is my personnel
program as presently conceived and ad-
ministered adequate to handle the situ-
ation? (3) What can I do to prepare my
organization for employee problems that
lie £ihead while our production responsi-
bilities 2ire still heavy and our wartime
personnel problems still unsolved?

These questions, sincerely asked and
answered, will make clear to the busi-
nessmjm what he must do: (1) appraise
the future of persormel administration
in terms of recent developments; (2)
acquire a better understanding of the
fundamentals of personnel administra-
tion and prepare a basic personnel policy
which will fit any forseeable future con-
ditions; (3) establish the means by which
this basic policy can be most effectively
administered under future conditions.

Developments Irfiuendng the Future

No one can accurately foresee the
future of personnel administration, but
some appreciation of the nature of em-
ployee problems after the war can be
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getined from an appraisal of recent de-
velopments. Progressive management
will attempt to gauge the effect of these
developments in shaping its postwar
policies. Important wzurtime develop-
ments in the field—all of which bear on
the future—include:

(1) Changes in community, state, and
even regional concentrations of many skills
due to movement of workers to war indus-
try areas.

(2) Development of new private and
public recruiting practices which have
created increased labor mobility.

(3) Employment in sizable numbers of
new worker groups—women, minors, and
older people.

(4) Introduction of many new and more
effective methods of selecting workers.

(5) Wider use of training programs jmd
development of new training techniques.

(6) Changes in processing methods to
allow jobs traditionally handled by men or
skilled craftsmen to be performed by women
or semiskilled employees.

(7) Development of upgrading policies
and procedures.

(8) Substantial increeises in gross wages
£is the result of reclassification of jobs, up-
grading, wage increases, and increased
hours.

(9) Lengthening of shifts and work-
weeks.

(10) Government control of wages, of
labor supply (in some areas), and of certain
disputed clauses in labor contracts, all
causing a damming up of grievances.

(11) Use of patriotic appeals to increase
production and minimize labor trouble
during the emergency.

(12) Deterioration of employer-employee
relations due to a combination of war-bred
economic and social disruptions.
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(13) Disassociation of what may be as

many as 12 million people from peaceful
pursuits.

These and other wartime changes in
employee relations are a starting point
from which the businessman can go on
to build his plan for administering per-
Bormel. Despite the fact that it cannot
be foretold just how these developments
will shape the future, an appreciation
of the nature and comjdexity of the per-
sonnel administration job in the postwar
period will lend realism to the plans
which are designed to carry it through.

The area of labor supply presents
business with a whole series of difficult
postwar problems. New geographic con-
centrations of skills affect such impor-
tant decisions as plant location, sources
of supply, and markets, and will infiu-
ence growth and activity of unions.
Whether women, minors, and other
groups usujilly not considered for em-
ployment are to have a permanent place
in industry must be decided. Weeding
out of inefficient, unreliable, or trouble-
making employees is a task which cannot
be done overrught. Effective assimila-
tion of millions of men from the services,
at a time when job opportunities axe
decreasing or at least undergoing read-
justment, confronts business vnth a per-
sonnel management task of gigantic
proportions. These men from the serv-
ices will exhibit changed attitudes, new
demands upon the employer, and an
esprit which holds promise of either
community good feeling or strife. Good
handling of this task can be of great
consequence to futtire efficiency and em-
ployee relations. Lessons learned from
the war in recruiting, selecting, and
training can be of assistance if the
businessmzui begins now to study the
problems.

The effect of increased worker special-
ization upon the problems of converting

to civilian activity must be gauged in
advance. Decisions about future meth-
ods of job breakdowns and personnel
allocations require careful planning since
they affect many other important per-
sormel practices. Increased use of auto-
matic machines and of other devices,
made possible during the war by relaxed
employee resistance, poses difficult and
far-reaching personnel problems relat-
ing to future introduction of technical
improvements.

Future problems of wages and hours
vnll be no less difficult. New classifi-
cation procedures for jobs and work-
ers must be expanded to accomplish
smoothly the downgrading which will
be necessary. The many causes of high
wartime wages will call for close scrutiny
as the protection of government con-
tracts gives way to open cost competi-
tion. Length and number of work shifts
will be determined by sales volume
rather than by productive capacity.

These are but a few of the labor prob>-
lems which will face business at the end
of the war. Other important matters
will be up for decision at the same time.
Plans are required if zdl of these decisions
are to be wisely made; and plans require
time. Surely far-sight«i business manag-
ers rejilize that plzuis for administration
of personnel must be developed well in
advance. Delays, inefficiency, and ill
feeling, similar to the conditions which
developed during conversion to wax ac-
tivity because of failure to einticipate
persoimel requirements, can be avoided
during reconversion only by thinking
ahead.

When peace comes, 2ill of the war-
created tensions which lie beneath the
surface will emerge. The patriotic ap-
peal for cooperation, efficiency, and
steady work, which has already lost
much of its value, will have no meaning
at all. Normal persormel adjustments
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forbidden by the exigencies of W2u- will
demand attention. The results of emer-
gency personnel practices cjirried out
under unusual conditions and in the
face of great pressure, often by inex-
perienced people, will for the first time
make themselves known to management.
It is true that management-labor co-
operation bred of the war may have
some enduring quadities, but the rela-
tionship between the two groups will
have to be of great strength to withstand
the impact of postwar social, economic,
and psychological inffuences.

Postwar labor problems will be further
complicated by the growth of unions
whose membership has reached new
high levels. Wartime restrictions, par-
ticularly of the right to strike, have
hampered many normal union activities
and dammed up union demands. Union
war chests have been swollen by the war,
and plans are developing for czunpaigns
to widen union recognition, obtain
greater employee security, and increase
participation in establishing employ-
ment conditions. The individual em-
ployer, by way of contrast, may find
himself in a precarious financial posi-
tion, uncertain concerning his future
existence, unable to guarantee jobs, let
alone to increase job benefits, and per-
haps restricted by the union in his
freedom to handle not only personnel
problems but many other problems of
the transition period.

Government control of personnel re-
lations will have been extended further
than at any other time in our history.
The timing and extent of relaxation of
these controls will greatly affect man-
agement's ability to handle successfully
postwar labor relations. The way gov-
ernment contracts are terminated and
amounts due to contract holders are
pmd will affect the individual concern's
financial position, its switch to peace-

time activities, and, quite clearly, its
employment status and bargaining posi-
tion. Whatever balance exists in labor
relations by virtue of present govern-
ment control of business and of busi-
ness's relations with employees may be
lost when some of the aspects of this
control are altered at the end of the war.
Lack of balance at the end of the war is
almost inevitable and will throw favor
either to labor or to meinagement, thus
threatening the destruction even of
sound relationships now existing be-
tween them.

Every business has a considerable
stake in the employee relations with
which it is likely to be faced during the
uncertain days ahead. War-expanded
business units whose straiined persormel
programs have been held together by
the common cause must somehow build
into their relations with employees the
strength needed to withstand the dis-
rupting influences ahead. On the other
hand, businesses which have barely man-
aged to stay alive during the war may
find in a loyal, efficient working force a
crucial advantage in the postwar scram-
ble for products and markets. It is clear
that future problems of p)ersonnel ad-
ministration must receive their fair share
of management's attention and ability
if businesses largest cost item, business's
most valuable asset, is to be maintained
through successive stages of the transi-
tion period. The future pattern of indus-
try, as well as its relations with personnel
for decades to come, may well depend
on the plans that are made today.

Down to Fundamentals

Appraisal of recent developments can
give management an appreciation of the
general character and complexity of fu-
ture employee problems, but their pre-
cise nature is obsciu-ed by such major
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factors as location of industry, develop-
ment of new products and methods,
goverrunent policies during the transi-
tion period, and the pattern of inter-
national trade. What specificzdly can
business do now to prepare for em-
ployee problems of the future? The an-
swer lies in giving immediate and
careful attention to the relatively few
fiindamental principles of employee re-
lations. Selection, placement, training,
transfer, promotion and demotion,
hours, compensation, separations, incen-
tives, grievance adjustment, safety,
financial security, stabilization of em-
ployment, and labor-mzinagement co-
operation on zdl these matters can be
reviewed now and welded together into
a basic persormel policy to be expanded
or altered by change of emphasis to
whatever conditions exist after the war.
These principles will constitute the skele-
ton of personnel administration under
any foreseeable conditions.

Getting down to fundamentals is im-
portant because it is one of the things
within the power of business to do be-
fore the end of the war. Moreover, the
war-bred shifting of emphasis to certain
aspects of personnel relations, such as
recruiting and training, has meant in-
adequate attention to aspects of the pro-
gram which may be of considerably
greater imp>ort under postwar condi-
tions. But there is also a more basic rea-
son why the fundamentals of personnel
administration require attention now:
they have in many instances never re-
ceived careful attention from either top
management or line executives. Al-
though advances in personnel adminis-
tration in the last 25 years have been
notable, many of them have received
only narrow appreciation. It is not easy,
for example, to find a plant where even
reasonably good interviews are con-
ducted with job applicants, despite the

assumption that almost every business
recognizes the importance of interview-
ing and is familiar with the relatively
simple techniques involved. The busi-
nessman who has never had to give close
attention to the fundamentals of good
personnel administration can be assured
that he will be compelled to do so during
the vigorous days ahead.

Studies of personnel policies and prac-
tices in American business reveal a sur-
prising lack of widespread consideration
of many phases of personnel adminis-
tration important in even a reasonably
well-rounded and integrated program.
Exjunples include orientation of new
workers, promotion policies based on a
systematic plan, sound methods of evalu-
ating workers and jobs, centralized han-
dling of routine p>ersonnel trzinsactions
and record keeping, employment stabi-
lization plans, dismissal wages, griev-
ance and arbitration procedures, and
many others. Too many executives, well
versed in other aspects of business man-
agement, lack a real appreciation of the
basic elements of the employer-employee
relationship. Small wonder that work-
ers organized under smart and aggres-
sive leadership are more than able to
hold their own in negotiations with
management.

The greatest contribution to the field
of personnel administration can be
made, not by continual research to re-
define in general terms the known funda-
mentals of employee relations or to
refine specific personnel techniques, but
by finding means whereby the funda-
mentals of personnel administration
already known can gain wider appreci-
ation and application. Whether accom-
plished through industry groups, schools,
or government, wider understanding
and more effective use of principles rec-
ognized as important to a sound and
integrated personnel structure hold great
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promise, not only during the j)eriod of
postwar readjustment but theresifter.

The businessman who has never, by
fortuitous circumstance, had to think his
way through knotty problems of griev-
ance adjustment, downgrading, and the
like will find it extremely difficult to
review his personnel policies with the
thoroughness called for by the readjust-
ment period ahead, but the need for
sound policies in view of the uncertain-
ties of the future makes it his obligation
to stockholders, employees, and com-
munity to do so.

Although increase in government con-
trol of labor relations has in many in-
stances forced business to think more
extensively about basic relationships
with employees, it has at the same time
helped to switch attention from the sub-
stance to the shadow of these problems.
For example, employee representative
plans, useful in some ways in strengthen-
ing employer-employee relations, were
looked upon by government agencies
with suspicion more because of the pro-
cedures with which they were operated
than because of the results they achieved.
Gkjvemment intercession in or arbitra-
tion of disputes between employer and
employee necessarily placed emphasis
upon procedural steps, rules of evidence,
and legaiisms, attention to which often
meant less consideration of the imder-
lying personnel issues. Businessmen ac-
quired the habit, which many of them
still have, of looking to lawyers and con-
sultants, if not to Washington, for solu-
tion of their labor problems rather than
to their relations with employees as car-
ried out under programs of their own
devising. Designed to increase under-
standing and improve operation of basic
relations between employer and em-
ployee, the new measures of government
control, delegated to administrative
boards which formulated regulations as

they progressed, forced the businessmzm
to divide his attention between funda-
mentals of employer-employee relations
and a new and perplexing mass of regu-
lations, procedures, and l^alities.

Acting to divert management's atten-
tion further from tmderlying principles
of jjersonnel administration and con-
current with the increase in government
control came the rise in union activity.
Before executives could study their per-
sonnel position relative to depression
conditions, they were shocked to realize
that their control of employee relations
was threatened by the growth of imion.s.
The time and ability spent by top execu-
tives in watching the spread of union
organization through their industry or
community was stolen from the im-
provement of actual plant relations with
employees. Management attention, even
to other important depression problems,
often virtually ceased while attempts,
legEil or otherwise, were made to counter-
act union organizing campaigns. Fre-
quently such actions served only to
undermine employee relations and had
little or no deterring effect on unioniza-
tion. Business often attempted to escape
tmionization of employees by seeking
refuge in the delays, confusion, and
legaiisms of the newly created govern-
ment control procedures.

Negotiations with unions whose or-
ganizing campaigns were successful were
devoted for months and often for yezirs
to getting acquainted, to discussions of
the general rights of the parties, to the
setting up of procedures, and to the
making of guarantees, before enough
mutual confidence was created to allow
effective consideration of the rejil issues
involved. In this period businessmen
who had honestly endeavored to estab-
lish equitable relations with employees
were led to wonder whether what they
believed to be the fundamentals of good
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personnel administration were after all
controlling elements in the new order
of things.

Although the period of increased gov-
emment control and union activity may
have set the stage for sounder and more
equitable employee relations in the long
run, it can hardly be charz(cterized as a
phase during which gains in industrial
relations were in any sense as great as
envisaged by the new labor legislation
or as indicated by the growth of unions.

In some ways education and research
in personnel administration have failed
to help the businessman, simply because
they overlooked the basic factors of man-
agement's employee problems. Labor
vinions are frequently studied in rela-
tion to broad social movements, with
little attention paid to the practical,
day-to-day problems which their activi-
ties create. Inasmuch as unions view
themselves not as products of an eco-
nomic and social evolution but as prac-
tical working groups, one would think
that education and research in union
practices should, to be most effective,
follow that line. Instruction and re-
search on the recent developments of
unionism and govemment control are
of some help to the businessman, but
this help is counterbalanced by the fact
that the interest displayed in unions
and the govemment hjis itself decreased
the attention given to plant personnel
relations. Trade zissociation labor policy
statements have in most cases been
meaninglessly general. At the other ex-
treme is the research on particular per-
sonnel techniques of narrow maximum
application, or the study of particular
labor situations from which generaliza-
tions helpful in other circumstances can-
not be drawn.

Another factor contributing to the
failure of the businessman to think in
terms of the basic elements which shape

the pattern of employer-employee rela-
tions is the extreme complexity of the
problem. The economic, psychological,
and social factors which influence rela-
tions with the employee group have
often led management into a do-nothing
attitude, or at best into a tendency
toward superficial treatment. The
principles of personnel administration
referred to above are admittedly diffi-
cult to understand fully, and, if they
are to be related to each other in a
balanced, workable personnel program,
they constitute a real challenge to any-
one. Recognition of this complexity,
however, should not blind the business-
man to the fact that most specific per-
sonnel problems may be defined,
understood, and administered in terms
of the relatively few principles already
mentioned. As a matter of fact, the
businessman's best approach to the
problem lies in a real understanding of
the basic economic and human values
inherent in the employer-employee re-
lationship as they relate to the operation oj
his business before an attempt is made to
master any further intricacies.

In view of past developments and
future uncertainties there is no better
time than the present for the business-
man to attempt to arrive at this un-
derstanding. The period of gradual
adjustment to new forms of government
control has now continued for about
ten years; it is time business reviewed
its position, accepted this control, and
sought means of making its own person-
nel programs function satisfactorily.
Unions have gained a permanent place
in our industrizil scheme; management
would be shortsighted and foolhardy
to predicate its plans on their demise.
But, most important, forgetting the com-
plexity of the problem, the out-worn
attitudes, wishful thinking, and divert-
ing developments of the past, business
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must turn to the primary elements of
the personnel job to be done, express
them in terms of a basic policy, and
devise proper means of carrying out the
policy if the difficult period ahead is
to be negotiated successfully.

More "Administration" in Personnel
Adfninistration

If getting down to fundamentals of
personnel administration is to have any
practical meaning in the days ahead,
management will also have to begin
to plan the means by which future labor
policies are to be administered. The
feeling of business that labor problems
originate with the government or with
unions or with any outside source must
give way to an appreciation of the fact
that labor problems are part and parcel
of all business operations involving em-
ployees. As such, they require as careful
attention day by day as any other busi-
ness problems and perhaps, because of
the intangible human values involved,
even more attention. Proof of the fact
that personnel problems do not now
receive this careful administrative atten-
tion is found in the division of time,
money, and talent spent on business
functions. More emphasis is placed on
the writing of top management's ap-
praisal of the "labor situation" into
personnel policies than on mziking those
policies function effectively.

The key to industrial relations is the
reasonable and mutually acceptable
handling of day-to-day problems afTect-
ing individuals and groups. Evidence
is strong, however, that businessmen,
as judged by the rfsults of their actions,
do not realize the importance of day-
to-day administration of employee rela-
tions. It has been demonstrated time
and again that even a weak personnel
policy, well administered, can be marked

with some degree of success. On the
other hand, good personnel policies re-
main ineffective, are only partly effec-
tive, or die, simply because of lack of
care. Management has yet to appreci-
ate fully that personnel administration is
exactly that—the making of basic per-
sonnel policies efTective through adminis-
trative policies and procedures or, to put it
more signiticantly, through an adminis-
trative point of view.

Take the simple management dictum
that equzil compensation shzill be paid
for equal work. Such a dictum is easier
to agree with than to make an actuality!
An administrative policy on how this
goal is to be accomplished must first
be determined. If it is decided that a
job evaluation plan is to be used, careful
attention must be given to the adminis-
trative procedures called for by the plan,
so as to secure good initizil results. The
continued successful operation of the
plan—calling for review of results, ad-
justments of procediu-es, and possible
refinement even of the basic policy—
demands an administrative point of
view. As sound as the policy may be,
it is entirely devoid of mezming unless
it is really put into effect. Thousands
of businesses have adopted the policy
of equal pay for equal work; very few
businesses actually practice it. The rea-
son is simply that careful administra-
tive attention has not been given to it.
Relations with employees would be fur-
ther advanced by not announcing such
a policy at all than by allowing manage-
ment's actions (or lack of them) to con-
tradict its statements.

Failure to administer personnel poli-
cies properly is by no mezins confined
to matters of compensation. Promotions
to be based on merit are too frequently
based on everything but merit. The key
position of the foreman in the plant
organization receives much lip service
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but often little recognition in terms of
compensation, opportunities for ad-
vamcement, security, and, not the least
important, responsibilities. These short-
comings of the personnel program are
not matters of intent; they are the result
of lack of administrative consideration.

For many businesses the only compet-
itive advantage to be found in labor
cost lies in the efficiency with which
employees are handled. In almost every
instance, part of the pattem of personnel
policies is already established by outside
factors. Local personnel practices, in-
dustry agreements or requirements, gov-
ernment and union control, and tradi-
tions of the trade or skill often dictate
many of the jiersonnel policies to be
followed, leaving to the individual busi-
nessman only the flexibility which can
be secured through good administration.

That the success of a personnel policy
requires an administrative point of view
may sound like the bromide that indus-
trial relations will not improve until
labor and employer both change their
attitudes—those attitudes being all too
slow to change. A general attitude to-
ward industry or labor, however, is quite
a different thing from a particular atti-
tude, which may manifest itself as the
desire to handle soundly some smaill
personnel transaction, and yet the two
kinds of attitude are interrelated in an
important way. A generad attitude on
the part of practical businessmen or em-
ployees can be most effectively changed
or created anew by demonstration—by
proving through actual results that previ-
ously held opinions do not fit the situa-
tion. Too often the jissumption is made
that such attitudes exist in the abstract;
employee Jones is not promoted because
he has a "bad attitude," or unions are
undesirable because they have programs
seemingly opposed to those of manage-
ment. This oversimplification forgets

that the attitudes arise from definable
causes. For example, if a business ex-
ecutive holds strongly to the belief that
responsibility for hiring procedures rests
with management, and is opposed in
that belief by the union, then manage-
ment (no longer the sole judge) must
prove that the responsibility is well
placed with it. This involves action, the
day-to-day handling of hiring, which is
largely an administrative matter. If man-
agement handles hiring well, chances
are good that the union's attitude on
the matter will change. The assumption
by business of an administrative ap-
proach can be a great step toward crea-
tion of the attitudes needed for sound
industrial relations.

The value of an administrative ap-
proach to labor relations applies as
much to the attitudes of employees and
unions toward management as it does
to management's attitude toward em-
ployees and unions. Unions have demon-
strated even less of an administrative
approach toward problems of labor rela-
tions than have business executives.
There has been too little of the much-
talked-of "consolidation of gains" since
the first upward surge in union mem-
bership under the NRA and NLRA.
If accelerated union activity in the past
ten years has resulted more in mere
increase in union membership than in
the spread of real unionism, part of the
reason can be found in the failure of the
unions to msike their contracts work.
National unions must help their locals
make their contracts work if unions as
a whole are to avoid unfavorable reac-
tions from the public and thus to escape
restrictive legislation. In other words,
unions need to make the same attempt
to solve labor problems as is required
of business: the willingness actually to
try out a policy and see if it cannot be
made to work.
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Management and labor, however, can-

not succeed in building sound industrial
relations unless govemment labor con-
trol agencies likewise recognize the im-
portance of an administrative approach.
The willingness of management, labor,
and govemment to make labor relations
effective through careful administration
of everyday problems, which when taken
together are industrial relations, holds
great promise. The period of drastic
changes in employer-employee relations,
which called fbr "industrial statesman-
ship," is coming to a close. The era of
the "labor administrator" is, it is hoped,
at hand.

What can business do now to prepare
to deal more administratively with labor
relations after the war? First, top man-
agement can and must give its support
not only in the formulation of personnel
policies but in their execution. There
is need of a full appreciation that ad-
ministration of personnel, as a factor
determining the success or failure of
the business, ranks as high as does the
administration of other functions like
production, finance, marketing, and
purchasing. The administrative proce-
dures for the handling of personnel trans-
actions must, if the job is to be done
correctly, be as definite and businesslike
and as well understood by everyone
concemed as are the procedures for
other business functions.

As a staff or service unit, the person-
nel department has its own importzuit
selling functions. Management must help
the personnel department sell its services
to office and factory supervisors, to em-
ployees, and to the union by making
the personnel head directly responsible
to the top executive or his assistant,
and by delegating to the personnel de-
partment, in so far as possible, definite
responsibilities for maintenance of all
aspects of personnel relations. Manage-

ment can make this move now and lay
the organizational foundation for better
postwar administration of personnel re-
lations. Until such action is taken, many
so-called personnel offices will remain
merely the "employment offices" they
are now.

The financial aspects of the personnel
program should be studied in prepara-
tion for the future responsibilities of the
personnel department. Sound adminis-
tration of personnel involves expense,
but personnel directors' pleas for more
funds too frequently are of little avail
because management is reluctant to in-
vest in intangibles such as "more effi-
ciency," "less turnover," or "better
morale." Willing to invest in bricks,
mortar, or machines, management hesi-
tates to pay for the program by which
such things can be made productive.
Alert managements will see the fallacy
of such an approach. The value of effi-
ciency records, turnover experience, and
the like czm be reduced to dollars and
cents to a far greater extent than previ-
ously, in order to prove the need for
funds necessary to the accomplishment
of effective industrial relations.

In view of the personnel man^ement
job ahead of them, business can ill af-
ford to neglect the problems of select-
ing and training the people required
to staff the personnel department. Too
many personnel directors and those who
assist them have neither the aptitude
nor the training required for the work.
They jire often chosen for their en-
thusiasm or geniality rather than for
any special skill they may possess for
the work. They often tum up in the
personnel department through shifts or
reorganizations or other outside circum-
stances. What is needed is a careful
selection process involving the consider-
ation of experience, aptitude, and ability
in relation to the requirements of the
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job. It is already too late, perhaps, to
secure, through training in plants or
from schools outside, the ability required
to handle the increased responsibilities
ahead; yet the businessmzm must at
least do what he can to strengthen his
personnel department. If anything like
the required ability is to be secured and
held in the personnel department, busi-
ness must offer to the members of its
personnel department the opportunity
to make an attractive career of the work.
Personnel directors themselves are likely
to become personnel problems as they
fail to receive advancement in com-
pensation and recognition.

Acceptance by business of the propo-
sition that a more administrative ap-
proach must be given to personnel
relations calls for a recognition of the
same thing on the pairt of educational
and research institutions. The instruc-
tion and study of the administrative
steps by which personnel programs can
be made effective are badly needed. In
the hiring of workers, for example, as
long as so simple and fundamental a
practice as courteous and sympathetic
interviewing of job applicants is not
followed in thousands of plants, research
to develop new kinds of aptitude, in-
telligence, and social adaptability tests
runs the danger of creating a hiatus
between theory and practice. Moreover,
to be of practiczd value to the busi-
nessman, research must include con-
sideration of the people, time, money,
equipment, and plans needed to accom-
plish the desired result.

Maintaining an administrative point
of view toward personnel relations is
not easy. In the case of an inherently
unsound policy, doomed to failure, it

is the administration of the policy which
receives the blame. Executives and
supervisors, whose clear-cut support of
the program is urgently needed, all too
frequently meddle in details with which
they are not familiar. The program may
be curtailed by cutting down on the
funds or manpower required to do a
job. Division or depzirtment heads, often
high in the inner circle of the firm, may
disregard approved channels and pro-
cedures because the program seems to
limit their freedom. Indeed, the diffi-
culty of translating the resvilts that can
be accomplished by better administra-
tion into convincing and easily under-
stood terms can never be completely
overcome.

Despite such obstacles, an attempt to
achieve better administration of person-
nel relations must be imdertaken. Recog-
nition of the need for a more readistic
handling of day-to-day problems, a re-
view of administrative procedures, and
the establishment of the management
support, finances, and manpower to
czirry them out can all be accomplished
(or at least well begun) before the war
ends and the difficult period of readjust-
ment arrives.

Conclusion

If the businessman will take a thought-
ful, constructive look at past develop-
ments and future uncertainties of labor
relations, many of them discussed above,
he will act now to establish a basic
personnel program and the means for
making it effective, and, by so doing,
prepare his organization for one of the
most criticcil problems of the postwar
years.






