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- CHAPTER I
THZ PROBLEM AND DEFINITIONS OF THRMS USED

bBuring recent years the importanee of the labor factor
in industry'!'s productive output has become & prime concern
of mamagaﬁant, The intangible matter of worker morals reveals
itself in painfully tengible materlial output. The Inangurabtlon
of counseling programs Iin inﬁustry reprosents one method eme
ployed by management in an attempt to utilize the volitile
lebor factor in Increasing output and thersfore, proflts, Per
haﬁs it is 1lronle that the worker 1s [inally belng recognized
ag an individual at his WQkalace where he Spen&s the majority

of his wakiug hours durling hia productlve life.
I. THE PHOBLEW

Statement of the problem. It 1z the purposs of this

study (1) to smalyze the matﬁeds'emplnyed in personal ceunéeling
in industry in respect to operating programs; (2) to show the
degree of success attained In this Industrigl counseling; and
{3) to determine the peossible fubture potential of personal coun=

seling in industry.

Importance of the study. Industry's use of Qaraonal

counseling has recselved comparatively slight publlcity, and
in many cases only in relatlon bto the warped values of the
Second World War. This study will evaluste versonal counseling

in industry Iin respect to csrteln representative flrms and slseo



general industrisl trends., The tendencles in the directicn of
more universal use of this induatrial aounseling (above a come
pany size minimum) must be determined. Conclusions concerning
the faregoing‘afa Important to the employse {(the exbtent of future
employee serviees) and tne.employﬁr {the complexity and success
of future peraonnel relatlons), With the industrlel trend toward
inereasing volume production and alimmer profll merplins, the
organlzation having & successful employes counseling program
gould possibly command s deflinite competlilve advantage., Obviously
this advantage would materlally diminlsh or disappear as other
eoncerns were forced to inaupurate thelr own oounseling sepvices,
In the evaluatlon of the management device of counseling, the
séeial_advamtages to workers must not be overlooked, even though
they accrue only as incldental to the progress toward corporate

objectives.
11, DEPINITIONS OF THERMS USED

Sounseling, “Gummsaliné 1z the rendepring of & speclalized
service in cennecﬁien with pecupatlional planning, placement, or
gdjustment Wﬁiqh is almed at preventlon, sclution, or hetterment
of & problem for an individual or a group," Gounseling nay
take the form of conversation bhetwsen the coﬁnsalor and the
glisnt, gurestions and answers exchanged by these two partias;

reconstruction of the past nistory of the cllent, or the dlse

lg, M. Bowler, Counseling Employees {(New York: Prentices
Hall, Inc., 1948) Chepter L, page L.
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cussion of current Aiffilcultless Therefors the relatlionship

must be face-to~face, the counselor must be & trainsd person,

- and the client is sware of his own personallby reorganizetion.

' The foregeing explenatlon holds true in elther of the
three forms that counseling may take. The types of counseling
are: veaat;nnal, edusatlonal; and persconal counssling. They
may be eonsidered as agpeots of the same concept becauss of the
“extensive overlapping of functlons and goalz, Voecational coune
seling 1s the attempt to help direct the young personts anergiea_
Inte a warhhwhilé Iield of oceupabion; one that he will enjoy.
Educational counassling is pﬁav&lant during the young person's |
school years aad involves periodic appralsals of ablilitles and
‘the directing of energies toward the most wvaluable eduéation&l
attributaég Pargonal counseling has to do with adjustment %o
lmmedinte problems and the furtherance of high morale feelings.
Therafore 1t 18 & general type of counseling lnvolving causes
and effects as to ellent attitude and security.

- Personsl counseling in industry. This partlicular cut-

arowth of ﬁar&onai counseling merely lnvolves bringing the sere

- vices of professional counseling to the workesr on the jobj thus

Introducing & controlling aspest for management in contrast to
reandom coverage by cutside agencles. By the use of thils coune
seling in industrlal establlshments wcfkar morale is raised;
outpubt of product ia in@reasad; and profits are highév; and
pessibly in some csses wages could even be ralsed, Thls latter

aspoet could advence owmployee morale, saslng the burden on the
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counseiing program and pdsgibly be.tha hsrélding incldent as to
e long range circle of readtion, Thils theoretical process

ls opsn to the varianees'pf the suéceas of the persensl coune
aeliﬂg and all other rai&ted contacts ﬁetwaan lebor and manage-
ment,; and economic activity 1n general.

"Counseling in industry is an arm of managamémt; through
sépving employses the interests for which the organization sxlsts
are servedj thé primary justification for such services lies in
the ultlmate beneflt to the emplﬂyer.“a There would be no justi=
fication that management could glve to stockholders for oxpendle
bures (for personal counseling or otherwise) that did not produce
profit to the organization. | _ |

Another fact ineldent to an adequate dafiniﬁion of per=
gonal counssling in Industry, ls that there sre definite limits
within which sueh counselors must operate. Only the waladjuste
ments that sre apparent in respsel e the affects oﬁ employee
o&tput are ol concern to thé‘counaelers. Other géaﬁral emﬁley@a
problems cannot be Involved bacaﬁse excessive costs would spell
the end of the whole program. However exploratory anunseliﬁg

is often used imitiaily in the setual determinatlon of those

workers that will nsed further counseling.

‘The wholeshsarted support of plant offleclals is necessary
for the success of the counseling program. Counselors have no

gctual authorlity themselves and must rely upon those who do

e, L. MoGowen, "Counseling in Industry,” Natioual Cone
ferenge of Soclial Work {Now York: Columbia University Press, L944)
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5
posseas authority., They are acﬁually consultants to management
on subjects affecting lndividual adjustwent. Problenms included
in counselilng aré: hauaing; recreation, child cars, maternity
cases; financial difficulties, personal and famiiy-h@alth_anﬁ
emetienal'ﬁistuwbancas. Thus there is actuslly no limit to
the scope of problems that may be eohfrmntad. Technlques used
in industrial personal counseling are no different fpom thoss
used under different circumstances. The counselor's position
mast bé considered as that of s friend to the employse and a
human relabtions consultsat bo mansgement

Every group of employsd persons represent different
physical characteristics, skllls, sptitudses; emotional patterns,
intellsots and experisnce. Also there are disgsimilar raligicua}
geographlioal, sducational, warital, nationelistic, chronologlcal,
ooeupational and social backgrounds, The wajority of workers
will adjust te the Industrial envirommeat, but those that do
net, reflsct the maladjustwent in decreased output, The shorte
comings of this unadjusted portion of the labor force ravaais
itself_spécifically in ehronle absenteelsm, lessened physical
output, sabotage ﬁf suparvision, over-rellance upon supervision,
withholding of constructlive ldesms, avoldance of more diffinult'
endeavors, setting poor examples for ce-workers, and eresting
bad influ@naaﬂaﬁ co-workers. Other results include ilncreased

turnover; lnorsased rejects, and reduced worker efficiency.5

33. . F@lton, "The Integration of the Worker," National

Canf@ranca of Soecial Nork {New York: Columbis University Press,
3] Volume 1I.
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CHAPTER II
SYSTEMATIC APPROACHES TO COUNSELING

Ag In the case of any specific endsavor, a counaéling
pragram;mﬁat have an organized concept at 1ty base, In the
counseling intervisw and during subsequent evaluations, 8 cere
taln degree of uniformity of method must be evident to insure

suceess, There gre at lesst five major systematic approaches

to counéelin@, Cantor GLterms them "the Trait and Factor Centered

Approach, the ﬁammunicationg-ﬁppruach, the Seli«Theory A?ppoach,
the Psychoanalytie Approsch, and the Neobehavioral Apprcach."l
These épprnanhes aﬁé dlfferentiated by thelr developmentsl
Eackgreunﬁ, underlying agsumpbtlons and currsnt smphasis, They
reprogent ﬁhe basie of progcedure in vocationsl, educational,

and parsonal counseling.
I, TRAIT AND FACTOR CENTERED APPROACH

This approach agsumes that humaﬁ:bahavior ecan be
maasured in terms of defined tralts or fagtors, It was used
extensively after World Wer I in the expension of the voecationsl
gaidence movement, Also during World Wer II, thls wethod was
ased in éolvimg.problems of selection and classification, Its
smphasls was upon differential dlagnosis of individual clients.

There was oxtreme concern aboubt the mesasurable attributes of

1%. B, Peplnsky and P. N, Popinsky, Gaunseliﬁg Theory
and Practico (New York: The Ronald Press ﬂompany, 1vh4) page 15.




clients, including aptitudes, sbilities, interest, attitudes,
and personality. These factors were used as préaictara Qf,.
sducational and.?ﬂcaﬁioﬁal.auccessb “

The TraiﬁuandaFaetoéacenterad Approach, in tlme,
avolved from the-aonaapt-of éiffer@ntial.diagﬁ&&ia-to Include
8 variety of client adjustwenit problems beyond the educational
and voeational,. Client.ppmblems were foand to consist of
educational y vocational, finanaial,‘health, family, scecial,
personal, and eme%idn&l. To evaluate behavior under this :
Inoreassd scope, emphasis was focuséd upon objectlve analysls
of the measurable attrihut@é; pra&ictiaﬁ of educationsl and
vocatlonal alternatives, counsellng with emphasis upon 1nforn-
ing the cllent of sultable courses of actlion, and follow-up by
the counsselor of the Qli@ﬁt'&-p@rformaﬁoe;= It was alsc deters
miﬁéd.t&at diggnostic ﬂ@ﬁaaptﬁ could be considered in relation
-ta.aéjustmant,'akiils, #ﬁ& maturlity prablems.

The final development in the Traltesnd-Factor-Gentered
Appreoach to counseling cceurred in the years fellawing World
War 1I. These reecsut developments have been concerned melnly
with fact@# ﬂtudiéé. Abtempts were wads to iaélata himan tralts
ﬁhraugh emﬁ?elate& amaly&i#.- When.faatora were found bo be
relatively dependent upon &ﬁﬁh $th$P, they were iﬁf@rrad ﬁo be
apepﬁtive, Tests were also added to the counseling process,

This general spproach to counseling has the advantage of prow

viding communicabllity and comparabllity, and of giving



_.8
indicatlons of what clients are like. The disadvantage lies
in 1ts fallure in sccounting for the why" and "how" of client

hehavior.
IT. COMMUWICATIONS APPROACH

This epprosch has developed mainly from the interest
in recorded interviews. It is conecernsd with the affects of
counsslor remarks upon client behavior: and is thereby attempting
to.disa@var the best means of eff@utive comnuniocation, The
precceupatlion has been In the determination of iIinterview tech-
niques &3 the method of achlsving optlmum success in counseling.
T™he ultimsts geals of thils counseling would be happlness, soclal
adjustment, natural be&aéiorg and effective adjustment skill, .
Interviews have beon anslyzed in saﬁaral ways to determine the
changes in verbal bahéviﬁr. Analysis has centered on singls
remarks of the cllient and the counselor, whole interviews,
fractions of interviews, toples of conversatlion, snd kinds of
sounseling techniques. |
| This approach, to éounsaling 1s somewhat unusual in
that 1t ls merely s study of counseling process, rather than
ontcome svaluations as sepsrate from the counsellng interview
itself. The men using this method have not been interested in
bullding 2 general behavior theory, in contrast to the Tralt.
and«Factor-Centersd Approacn, The goncern has been concentrated

on wore preoise deserliptions of counseling interviews sa a

" means of predicting probable outcomes of counselor bshavipr



within interviews, Also the asssumption 1s that prediectlons
gan be made as to Tuture reactions in comparable situations.
Thls approach hes the advantage of making intsrview processes

explicit and historical, because of the tangible nature of

" recordings However & disadventage is that there is amo

relationship bétween the interviewer end externsl matters.
Very slight attentlion has beern foecused upon the behavior of

the ¢lient prior to counseling, or én-general outside behavior.

IT1I, SELF-THEORY APPROACH

The Self-Theory Approach has attalned great popularity

during the last ten yoars, One of the maln prcponénta of this

method i3 Carl Rogers, whose book Counsgeling &nd Psychotherapy

ralsed much conbrﬁversy.a The Self-Theory Approsch actually
grow framrtha study of non-directive counseling presented in
his book. The ﬁoinﬁ of view was radieally different from the
&aeply entrencned Trait»ananaetof-centared Approsch. The
vasls of this new idea was that the person coming for help
{not trestment) was given the sctual responsiblility for solving
his own-problams. Roger s book used terms such. as "warmth,"
"understanding," and "acceptance" 1n describing thé counsslor-
counselee relationship,. |

Rogers took the position that the job of the sounselor

consisted of the observance of the wey the cllsnt seemed to be

zcarl R. Rogers, Counseling and Pﬂgchotherapy {Boston:
ﬁoughton»Mifflin Company,; 1942)

1
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perceiving and to tell the ellent that the counselor understood
and acocepted the eclient's feelings and ideas. This imﬁ@rpretau.
tion was. an extreme departure from socepted doctrine concerning
the counselor's procedure. The sontentlon had been maintalned
up to this tlme that the cﬂunselar's'pmsition was wmechanleal
and oriented strictly by established techniques. The base
concept of the Self«Theory then is that the individual main-

tains within himself the capacity to solve his own problems,

if he is free 0 reorganize his ideas, lncluding ldsas about
himgelf, Crowth 1s considered to be the drlving force in the
individual, As he bhecomes aﬁare of himsslf; this becomes his
soneept of himse;f, 43 the process of development contlnues,

certain perceptlions might be held back ﬁaaaua@ of confilet with

- the originally organized self-cocnoept.  If denled conceplbs are

gn sctual threat to the sell-concept, they may bhecome b;asaﬂ
and distorted angd therefors not accaptablat Goungaling, thersew
fore, would consist of allowlng the clisnt to talk without any
threat of punishment or evgluaﬁien. When denied ideas ars
Tinally brought into the Op@E,‘OVEr a period of time, the c¢lient
comes to new reslization of values in reletion bo hlmself, . The
distorted aétitudas are thus alleviated, An adjustment to
senvivonment 1s the supposed Tinel resalt.

At the present time, interviews are used &s the primary
souraee of date on counseling In gena?al and client bshavior In
particular. The central th@mé 1s the comstruction of a thaory

of how the internal mekeeup of humens is organized and how 1%



1L
comes to change. An atbewpt is belng made to roconcile the
internal and external events. Measures to reach these ends.
inslude personallty tast&, attitude tests, perception tests,
ete. Because of the amount of resgesrch and the progress to-
ward theory camstpactiwu,.the sellfwtheory proponsnts have -

established a clalm to leadership in the counsellng area,.
IV, PSYCHOANALYTIC APPROACH

This approach has heen in exisbence more than fifty
ysars and has been the subject of much controversy during
that time, The founder of this approach was the psychlatrist,
Sigmuad Freud, Psyaﬁmémalysis involved several uﬁderlying
assumptions, The Baslc one was that the mbst Important problem
of psychbanalysis 15 the étu&y of the emotional life in the
humen being. Sexual impulses were interpreted as a need for
gratification of all body pleasures. A third concept was thab
sarly smmtiﬁmal-@xp@riaﬁeﬁs caussd present behavior patierns,
The idea of an unconsolous mind evolved. This portlon of the
mind wes congldersd to be a r@éérvoir-af hidden motivating
forces ., Gﬁ?tain_impuiéés were held in thls ares and never
gllowed to: reach the consclous; while others, that did reach
the consclous astabe, were rejected agaln,

It svon Leceme apparent theat clients resisted ths
uncovering of aavly'ametiemél aﬁpari@neeap Problems alseo
appesred In the transference of the experiences to the analyst.

This transfereonce came to be sn intense reliving of early
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.expariences by the client, with the analyst taking the place

of the parent or whoever hed been the chject of ungratified
wishes, With the releasse of the pent-up feelings of love and
hatred, ths clienl was supposedly fraer'to adjust to hig place
in life. The job of the analyst wes both to facillitate the
releasing of ?epr@sséd smotlons by encouraging thelr expresslon;
gnd to loterpret the client's behavier to him as a wmeans of
bringing deapar‘la?ers of repressed material into the consclous
mind. |

The followsrs of Freud have dﬁﬁartﬁé to verying extents
from Freudiawn doetrines, Am'incf@asing value has bheen placed
upon the bringing out of the client's asseta'and desling malinly
with hls present condition and situatlion. Flexibhility has been
urged in therapsutlc procsdurss to meet the Individusl needs of
patients., Stronger eonﬁrol over cllent ﬁvaaﬁrar@nca is achisved
through selective aaﬁignmenf of theraplsts, veriety ln depth
of interpretetion, and the gpacing of interviews, Teday, sexual
factors aré 8411l congldered important in psychotherapy, but
the factors of dependence and hostlility are glven much wmors
empheslis.,

Actual Psychoanslytle Counseling bhes wuch in commen
with the Self-Theory Approsch, Permissivensss on the part of
the eounselor is &mphnsizad,by boeth sohools, However the
paychoanalyst would éttempt to derive interpretatlions frow
sontacts, while the selfwtheorist would avold such a course.

The Psychoanalybtic Approach 1s difficult to amalyma of itgelf
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because 1t uses reasonlang by analogy andid@ais with everyday
living, Also @xpérimental isolation tends to glva.in&ccuﬁate
resulis beééusa the leboratory situation does not duplicate the

emotlional disturbances as actually experienced by the elient.
V. NEDOBEHAVIORAL APPROACH

Thils theary attempts bto account for the observable

“behavior of the olient, how 1t came sbout; and how it can be

changed. A good portilon of the basic reaesrch has evelved in
animal lébnratariesh This approach to-eeunseling has come to
light Iin just the last seven years and slready has ﬁeveloped
8 substaaﬁiai,graup of advocatas,

The meobehaviorist believes that mest of cliont behavior
1s lemrned and that the bshavior patterns that are observable
nay be modified, The counseling sltuablion 1is considered to be
the media by whiech such modlfications can necﬁr. Gmnélusicms
aﬁa,reaeﬁad.bg the analysls of observabls dats, and the help
of hypothetical varishles. Thia thinking is not wholly unlike
that in use by the selfe-theorigts, '

In the learning proeesses of the Indlvidusl, 1t 1=
supposed that he retalng certelin waledjuative responses that
lead to tendencies of selfepunishment later. These responses,
though previously rewarding, bring aboubt anxletles when the
nunistment stage is aporoached. The anxlety situations will
tend toward belng repressed, and hampeyr problem=-solving attempts

by the client,  The counselor's job consists, therefore, of
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helping the client to feel comfortable and sccepted, 5o theb
anxiety is reducad and repress@ﬁ.ﬁaterial will be released.

' He-can deal with normal anxiety; whereas the psychotheraplst's
job consists of wmrkingiwith neurotiec anxlety and weorss, The
counsgelor can deal wlth normal anxiety? after represged maberlal
has be@n'ralaaaea,‘with the use ol cﬁmmmm sense rather then
intricate devices of pasyehlatry, The cllient is supposed to
'suhstituta the correct ahxiety raﬁuaiag-r&spgnﬂes for those
inadequete cnes involved in the malsd justment, The devige of
pleasure feelings ls employed by.the counselor to reduce anxlety.
_ Thajﬁﬁobenaviaral Ap?rpach has been attacked on severﬁl
grounds. One srgument ls that the materlel offered by the cllent
should nat-berevaiuated by theoretlical learnlng. Bat the epproach
should e in respect to the fealingé and senses of the counselor.
ﬁlé@, exporiments employed in animal psychology or limited
humen eﬁparimﬁnts are of little value in actual prectice,
Hon~smotionsl problems ere not encowpassed by the Hecbshavioral
Approach, and m&ny‘cli@ﬁf=pﬁohléma'ar& eamtared'in‘this area.
Another lden 1is that the'counsélov is not & sclentlst, and should
realize that fact.

The Tralt-and-Factor-Centered Approsch and the Communie
cations Approsch to coﬁnaelimg-r@pras@nt means of systematizing
the dats of counsellng. The formation mf'thaori@s nas besn
the maln precccupation of the proponents of the Self-Theory,
Faychmamalyﬁical; and Neobehavioral Approaches to counseling.

The latter group have in common the feet that sach theory sttempts

o 1
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to discover how individuals learned te behave as they do, and
how they may learn %o modify their behavior through counseling.

The Paychoanalytlc and the Self-Theory Approaches have as thelr

‘foeal point the orpganization of sub jective, internal, snd

private experievices. The neobshavigral emphasis has been on

the explanation of objective, communieabls events. There is
apparent variance when the actual Job of the counselor ls con-

sic’i@ﬁac} slso. The selfetheory counselor belleves that hils

fanction ls to allow the release and development of growth

~ forges within the ollent, The psychesnalytlie and neobshavioral

coungalors helieve thalt there 1as svidence of great variance in

client abilitles to help themselves, and the counselor must

‘provide such Iinterpretatlions and reenforcements as he deems

NeCBESArY.
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CHAFTERTIII
INTENSIVE STUDY OF SPECIFIC PROGRAMS

Personal counseling as applied to industry 1s a come
paretively recent development in the fleld of industrial
relations, Hanasgement had considered employees to be o varieble

of the produgtive process, and one that could not bo effectlvely

~gontrolled in relation to output. Both mesnagement and labor

itsell felt that any interest in the worker as an lndividual
which was shown by menagement constituted puamparing. The
private lives of workers were thelr own domain end should nob
be subjiset to infringement, It was thought that when help was
necded that outszlde agencles, whloh speclalized in such ald and
therapy, would be adeguate. Industry considered 1ts lunction
to be strictly that of producing returns for the owners, aﬁd
that an organlzation that sxpended asctual cash in some fashion

towsrd worker well-bsing would recelve no tangible good from

sueh action, The foregoling concepts have been a main ohstacle

to the plonesring organizations that have besn beld enocugh and
progressive enough to inaﬁgurata sotive coungeling programs,
The concrete proving of the vealueg of these programs has been
difficult for those firms involved.

Tha previous chapier snumerated the concepts ol approach
that & counselor occuld use In desling with his counselees,
Beslde thess differences of methods used by counselors after

a program 1s sét In operatlon, there are differences of oplunlon
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a8 to the most sfficient policies_to omploy in inasugurating
the progrem, Most ﬂrganisatioﬁs:that now employ counseling
progrems have fashioned tnem after one or more of the arrange-
ments fostered by the ploneering flvms. Therefore, s thorough
ahalysis of the systems evolved by some of these progressive
organiﬁatiuns'will tend to present a&n sccurate account of coun=-

seling methods that are employed in industry todaye. -
I. WESTERW ZLECTRIC CCMPANY

The progrem of the Hawthorne Plant of the Western
Electric Compeny has received the greatest attention and
intersst by the followers of the counseling progrsm movement.
A graduate engineer of the liassachusetts Instlitute of Techw
nology, a m@m&ef of the Board of Dirscltors of the Hawthorne

Plant, initlated the counseling program. The reasoning

behind the studies was that, since the company found its

invastment in industrial research returnsd proflitably through
technologleal improvements, 1t might prove valuable to put out
money for the investigetion of employee relations, This
reasoning proved sound as the counseling program progrssssd
in operation, |

The ressarch program began In 1827, A group from the
Harvard Oraduate School of Business Administration aasist@a in
the study. The goal was the dlscovery of the factors that
account for the morale and efficlency of workers. Hathanlel

Cantor tells of the progress of the study in his book, Zmployee
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Gaanaelimg.l The Initial experiments concerned the relation-
ship of illumination to worker output. The results of this
study were puzzling becrusse no actual connéaticu could be
founds Other experiments wers gonducted Iln respsct to physicsal
changes 1n the work enviromment with ldentlieal outcomes.
Finally 1t was discovered that the ailaimportant factor was
the way in which changes were introdueaé.ta the workers, The
sooial situatlon itself was the snswer to why the level of
production was maintainaﬁ‘evanlwhen the improved physical
- factors were removed. Tﬁ& workers teking part In the experi-
ments developed lmproved attitudes and were happy by virtue of
thelr speclal stabus.

Bocause of these [indings, resesrch methods changed to
the investigation of employee attltudes and sentiments as a
means - of discoVering thelr feelings in relation te thelr work
and soclal surroundings on the jJob. The mﬂsﬁ productive system
for accomplishing thig wasifeunﬁ to be the encouraging of
employsss to talk freely about themselves to sympathetic and .
understsnding Intervliewers. This was the advent of the inﬁeru
view method as & new way of handling personal relations in
1ndusbry@3 However, initially the interviewing objective was
simply to asguire Iinformation cencérning employse attltudes

and nothling wore, Péychiatrists, payechologlats, or psychlatric

1Kathaniel Cantor, Dmployee Counzeling (Hew Yark: The
Ronsld Press Company, 1954) Chapter 1I, page 2ZL.

_QOf sourse thls method of helping people ls not new,
and has been used in the fleld of paychlatry for years,
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aéeialzﬁarkara were not hired, since shop conditlons were the
-aniy Interest st that btime.

Defects in the dipeet-qﬁaation method of interviewling
besame apparent, sinee %ha-worker‘tende&-ta-aequiré the "yas®
and "no" attitude when uncemfortable sub jsets were approached.
Hore actaéi ragulis ssemed Lo be wosomplished when the subjsct
was allowed to ramble without counselor direction. 4 new
interview technlque wes adopted which beocame known as the

.“Ihdirac% Apprﬂa#hw" The employee was allowed Lo choose his
own toplec and to talk freelys The counselor's job was that of
attentlive listener, and he would tske pert oaly to keep the
employee talking. This indirset aﬁproaah ln interviewing
aonaumad'maf& time than the dirset aspprosch, however,  An
interview ewmploying the dir@ct_méthad ordinarily 1&3&@& for
only an hour; whersas one and one hallfl hours was-ﬁat UNeommon
for the interview uslng bthe indirect method.

'Thia Indirect approsch that evolved wae very similse
te the gemeral ldsa used by the selfe-thoorists and very clessly
tllied te the specifie iéaaa_of'ﬁ&rl Rogers a3 exprsssed in his

beek,_ﬂaunaeling and Psychotherapy. It 18 Interesting that the

techniques proposed by Carl Rogers and the Hawthorne Plént
research group were detsrmlined conpletely indspendently from
one another.

There were several unexpoected vesults fortheoming aflter
the Inauguretion of the new system of counesling. Supervisors

geemed to be stlunlated by the program. The im@mrt&nae of the

PN
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thoughts and ldeas ol employses as being the Instrument from

which bo detarwine techniques of understanding became apparent

to the interviewers. Also‘th$'@mp10yees came to realize thelir

heneflt f?cm-the.oppartunity-ts_axpresarfraely‘their feelings
and emotions. The management s v@cognitiqn'af the émpley%esr
as individuals played i1ts part in the acceptance of the program
too. o
The Hawthm?ma Plant imaagﬁrgéed 1%s plan of industrial

coungeling in ths year 1936, W, J. Dicksom,; Chisef of Persocnnel
anﬂ‘ﬂo&ﬁééling‘at the Hawthorns Works of th@'Weﬂﬁarn Electric
Company, stated inean'ﬁdaraas'prasantad in 1946 that the
?ragram begen with one men in éne departuent and evelved to
an orgenlzation of 48 counselors (23 men and.%g'wamenQ in 1946,
Hé alse sald that counselors are ﬁndar the supervision of the
Iﬁduatriél Relations Department, which in turn is ascounteble
direstly to the Viee~President and Works Manager. This 1s 3
considered to be an aasemtiai arrangement, as it remﬂvés the
coungelor from any supervisory connectlion witk the line in
which he is operating. Under this sét-up, employees will more
reaadily sccept statements that interviews are confidentiel.

" The counsellng sepvice has been expanded very slowly
baceuse 1t was felt that the counsellng type of interview.
should not be forced upon the pariicipants. Compleie coopera-

tion by both workers and the supervisors ls essentisl for

5@. Je Dickson, "Smployee Qwanseliﬂg" (Address to the
ﬁhicagc Asgociation of Commeroce, La Salle FHotel, May 2, 1948)

3
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sucecess of the plan. In order to wake deeisions as to the
feasibllity of initiating a counseling progrem in a new‘operaw
tioﬁal part of the plant, meetings were hsld wlth all of the

.supervisors in order to present to them a clear picturs of the

progrem. This ariéntation‘woulé,inalude.what the werk is for,
what cen be expected of 1t, and the extent to which écwparatien
would be necéssary. . After the introductory meetings, counselors
would be assipgned to thelr particuler groups, FProm two huandred
and fifty to thres hundred people per.eamnaelcr ié considered
ideel, though a larger number 1s usually assigned because of
necesgity., Men are sasigned to men counselors and women are
aasipned to women counsslors. .

Dickson stated that e partlcular counseling lnterview

‘may be brought about by the counselor, a supervisor, or the

worker hilmself, Also other employees may refer a certain worker
to the counselor., However, even though. there 18 complete

freedom of reforral, the counselor ascepta the respensibility

for initiaeting the interview. In this wey the person who

sctually supggested the couméeling is protected, - In any case
the auparviamria permission is necesseary baefore &n employee can
leeve his place of work.

Gontacts with esmployess by eounselers consigt of two

types., They are on-the-job contaets and offethe«job interviews.

On=the-job contscts are very. lmportant for several reasons. The
counselor 18 asble to keep up to date In relation to his parti-

cular group; and he may be able to sense changes in morsls.

I I [T
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Acquaintances may be fostered with new oiployses, from which
future‘counsaiing interviews wight evolva.r Such conversations
with the werker would nﬁt'axceed fifteen or twenty wminutes in
lengthy but would cbviously not be instituted at all in &
dangerous work environment,

Uff+tha~jéb-interviewa are conducted away Irom the place
of work in interviewing rooms. The counselor conducts the |
employee to the interviewing rocom, and ordlnary soclal conversa-
tion is carried on en route, In the room the counselor explalins
his funecticn and the interview begins. Thé-intapviaw ls conw
dusted at the company expense, sinee the smployse is paid his
average esrnings for time spent away from his job. Because
aéuaa&ling-is considered o be & serviee offered to smployees,
there ls no actual limit to the time that may be spent in the
interviaw nor the numbsr of re-intervisws allowaa. The couns=
saiﬁr*s work sonslats entirely of counseling, with no other
@erssnnal department responsibllities to detract from his
gfficiency as & counselor. It ls necessary that hls full time
he utiliged tbwarﬂ'éstablishing=ﬁimself-in his:warh-grau@ in
& ‘fashlon thet will instill confldence and promote fres
expression to him from his assigned smployees, .

Dickson conslders the foecal polnt of the whole program
to be the Ilnberview ltsslf., Interviews are conlldential and

abgolubely no use ls made of the matsrial snd conversatlons

-involved therein. Horale assessment is not the object of the

progream, nor is 1% a means of informing management of employse
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sentiment, = The sounseling service is desligned as & means of
h&lping employees aolve thelr own problems as o mesns toward
betbter adjustment to the work situation. |

Briefly, the wmethod involées plaeing:tharemployae‘at.
sase, which is accomplished by the counselor bolng at ease
himself, During the begianimg,of'th@ 1n£erview,;the counselor
mway meé& to lead thé conversation to a certaln extent until the
employee warms to the situation. The emplﬂyaa is encouraged
to btalk by the interest shown by the counselor., Occasionally
the counselor mey restate what has been sald by the employee to
sncourage him to continue hils traln of thought or to reexamine
what he hes sald, Theleounsalar does not interrupt, argus, or
- give mdvice, Him job I1s that of a skill@d listener, and he
tries seriously to understand what the employes 1s saying about
himself, The Iinterview is carried only es far as the emplofee
wishes %to ¢arry it. The counselor does not cover all of the
eruclal arsas of the problem unless the employee brings them
out himself, 1In this way the aﬁployaa doss not have the
impresselon thaet he is belng analyzed,

| Another lmportant espect of this form of intsrviewing
1s that a dlagnogis 1s not made by the counselor nor is &
logicsl explanation of the smployeets difficulty formulatsd.
This would lead to the dlrecting of the interviews. Actuslly,
the raauits of the interview are not fortheoming lumediately;
since the employee may continue to think of the zubjiscts

brought out in the Intervliew for several days and even resch
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concluslons., Thers is no attempt to attach labels to situations
because this leads the counselor to try te £1t the persons he
counsels into classificatiéna, thereby diverting sttention from
the employes as an individual,

This fOrm of counsellng used by Western Electrle has
proved beneficlal in several ways. Zmployees experlsnce an
emobtlonal relsanss and‘a rellef from tenaiona; The counsalor
relstionship is an important stebllizing force. Oertain
smployees learn to relate themselves to the counselor untll
apclal akill ls developed to relate themselves with fellow
workers. Also the counsellng siituation remeins unchanged;
while other aspects of the worker's job environment may be. in
constant flux. Thus, adjustmeﬁt to new situations ls sasier
with a known non-varleble present.

.Other adventages ol such & method are not as readlly
apparent as the foregolng. No speclal slgnificance 1ls attached
to the person that is viasiting the counselor, because the coun~
aalor w6rka.w£ﬂh the entire group. This avolds the probabillty
pf an smployse being lsbeled g mental pmtiant, by hls fellow
wﬁrkafs, becausge be vislts the oocunselor. The maladjusted
person way be handled without disrupting hils normal routinss
of living. The importance of this fact becomes appurent when
it is realized that a person's work routlne is a dominant
stabilizlng foree in his 1ife., Another advantage of this
Indirect counseling 1s that the counseler will be ablse to

detect disturbances when thay first arise, e will be able to

10: I
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handle them more easily when they are discovered in the initiel
stages. Therelore there 18 less chance of serious lujury to
the individusl or to the organization,

The Ffollowing list taken from an apticle by Mr. W. J.
Dickson of the Western Hlectrie Company, titled "The Hawthorne
Plan of Personnsl Oounseling,” illustrates the types of problems
that may be brought to the attention of the aomna&lor?g

1+ An employee who feels that his progress . is too slow and
cannot see any chance for further preogress in hls depert-
ment. '

2. An employee in = group which szpects to be transferred
soon 1s disturbed by the Insecurity of the situatlon.

3. A young man who is worried about being drafted.

4+ An employee who has baen offersd a higher pald job elsem

- where bub cannot declde whether to accept it,

5. A young woman having difficulties with parents over.

. petting wmarriled,

6, A man wilth & neurotle wifs.

7. A young woman whose husband has deseried her.

8+ Priction with other workers on ths job.

9« A woman disturbed by her supervisor's criticism of her
work.

"Bince the gounselors themsslves are eobviocusly one of
the maln factors &s to a successful ccunseling program, Western
Electric Companyls counselor selection and training program is
deserving of considsration., Dickson states that counselors are
recrulted both from within the plant mnd from outside. HMNost of
the counselors actﬁally oome from the outslde. The maln reason
that in-piant selection 1s slight 18 that employees hest suited
for this job &are usually wall-aituateé in their perticular

departments already. B3Buch 8 radleal change might Jeopardize

' 4?J._J. Dickson, "The Hawbthorne Plan of Personnal
Counseling,” The American Journal of Orthepsychiatry, Vol. XV

No. 28, Aprll, 19458,
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thair=futamé; Counsslor qualifications Include: capacltiy to
understand other people, resl lnteresit. in other people, hlgh
intelligence,; and objectlveness., In other words, men are
wanted that are .well adjusted and wnpre judlced and will not
inflict thelr own ldeas into what is sald by employees.,

Three or four experlsnced counseling supervisors roview
the applicants In the process of selectlion, There are ne other
tosts smployed. Training lz done wmalnly by the company itselfl,
A speeifle type of beokground 1s not the essentlal requirement |
Loy aélaetiwn a8 & oounselor. The company has employed as
caunsélﬂrsz pavaons witﬁ educétional background in paéahalogy,
the social sclences, Engllsh, and even sclence,

The counselor's orlentation lasts for one wesk. ﬁuring
that time the trainees read selected material and talk with

exgwri@nced.amunsélara and thelp supervisors. The real training

beging when they are assigned te bterritories snd stert to work.

After esch of his lnterviews the counselor is asked to record
the conversation ag nsar verbatim az possibls, No notes are

taken during the Ilnterview. The records of the interviews are

"ebded in such a way that the vergon concerned is not revealsd,

Only one copy of the record la typed and thet 1s placed in
the counselorls perscnal flles. The records sre used mostly
for the purpose mf aauﬂaelo?‘training; rather than & check on
gmployes responss, during thls Initial period.

The precess of introdusing the counseling program into

a new plant 1s an lmportant aspect es to the probabllity of the
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success of the operation. Top managemeﬁt nust profess interessat

in the servliece and must reallze just what it constltutes., If

complete understanding 1s aot pressat at thls level, results
would be expected far tovo soon, The results of the counselling
would not ke of a type that would scon be apparent to top
management, The {lrst lsvel supervisors would be first to
notice the sffects of bthe program beeause of thelr dally con-
tact with employees. The farther removed from the actual work,
sltuation the supervisory level, the lass chance of the natieing
of changes hraughh:on by counseling. |

In the evalustion of the sounseling yragr&m,_ﬁhera ig.
of'ten no substantisl 1naﬁaasa in production to vouch fér the

plan, However there may be & decrease ln employee turnover.

The most practical method of evaluation has proved to be to ask

the supervisors to give their opinions of the worth of the
progrem. Al Western Electric the supervlisors have been ln
nearly universal accord as to the high velus mf=¢ouna@ling_in
helping. them fulflll their dutles.

The ceunsellng program of Western Electrle weas iraugurated
ag an amplmgeé'ﬂerviaa. ‘However 1t was soon noted that supere
visors were also in need of the sawe iype of gserviee. Regause
of this discovery, the first two levals of supervision were
included in the program in 1946, :Haa#ly half of the supervisors
in depariwents with the program used the service either iu
conngction with thelr own problems or those arising 1ln the work

group. The execubtlive level 1s completely untouched by the

s L
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- eounseling as far as participatien.ia concerned., It would be
difficult for the eounselor who works with sn employee group
to counsel gxecutlves of tha:company. There is the problem of
goclal distinctlons lanvolved,

The counseling program hes never besn eliminated by a
dopariwont once 1t was-started§- The consensus ol supepvisor
opinion has baen continually favorable. lowever sven if a
aupsrvisor requested tha:dPOppin@ of an astlive progran, it
would not be eliminated on the strength of this reguest alone.
The ecounseling function 1s as much 8 service as any industrlal
relations service offered by the coupany, snd the company
ettitude would be the same as for such a reguest concernlng the

dropplng of any service.
II. CATERPILLAR TRACTOR COﬁP&EY

.The featerpillar Tractor Conmpany set up its employes
counselling program as part of an industrisl medleal program.
This mental hesalth program was developed in 1945 through the
combined efforts of the wedlcal dlvlsion stafl of the company
and a group of rescarch persomnnel from Cornell Universlty
Medical College. The mental heelth program wes arranged so
a8 to bacoms & pert of the total managamﬁnﬁ‘fmﬁctiana The
vhiectlive of the new progranm was tha fagilltation of employee
ad justment, and it consisted of work in three sreas, These
ma jor areas wers: personnel selectlon and placement) eupleyee

gsounseling and adjustment studles; and supervisory development,

T st || T
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A study of five years of employee eounselling at the -
Catverplllar Tractor Compény was made by Harold A. Vonachen, M. D}
Joseph I Hason, M. Sg and Miltan‘Hgﬁﬁronenﬁﬂrg;‘m..ﬂfs- The
funetlions of the counseling pragrém g defined by thess wen &re:
1. Administer minor psychotherapy to employees with adjust-
ment provlems.
2. To consult with supervisors in the management ol employse
problems, '

&, Purnilsh psychologlesl date withJim%érpr@tatians,ﬁc company
phyalelans, -

4, fssiat In avrranging trensfers, Job changes, and medlical
leaaves of absence for treatment involving smotlonal
difficultiea, = : ‘ : ' : .

5. Asslist employeses and management in referrals of severe

- adjustment problems to prlvete and community care,

65 Consult with physliolans and supervisors relative to past
treatment, rehabilitsation, and adjustment of employses
who have undergone ssvers mental and emotional disturbsnces.

7, Halntain cese records on all reported casss of suployes
ad justment problems.

The caaa—hiatevy'raaord of each counseles ls complete,
in contrast to the Western Hlectrlc Company's pollicy. The
amployea*s sonsultation record Includes such information ss the
counselee 's neme, the department in which he works, his lmmediate
supervisor, ege, and marltal status. All pertilnent data obtained
from counseling sesslons appears also, When a particular'
employes ceases to need counseling, perledic checks are initlated
in order to make certaln that,thié degirable condition is being
maintained., |

Thiﬂ-fcliaw-uﬁ, efter the counseling of & pa?ticul&r

smployse 1s dropp@d,'aﬂnsista of eana@ltatien with the employes's

= . . .
"I, Ay Vonachen, J, ¥, Meson and M. H. Kronenberg, "Study
of Flve Years of Buployes Counssling in an Industrial Medicsl
Program,” A+ . A, Arehives of Industrlsl Hyplens and Cceupationsl
Hedicine, Volume X, Page Pi-ilss '
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immediate supervisor or any other pérson that would have kﬁaw~
ledge of the specific case. Tha'ihformation gathered in the
followwup may take from six ta,niﬁe‘months,.anﬁ if the fin&iﬂgs
show that the réinatating of the employee back into the progfam
is necessaryj this step ls taken, If thers 1s not a naé@ for
further counaaling, the case is ré?ised from the folléw«u?
. status bto the inactlve stabua,

fcontﬁary to the counseling program svalustion methods
used by the Western Electric Company, th@"ﬂétsrpillar Tractor
Company has attempted to accomplish s complete and systematic
evaluation of thelr progrem, The basls for analysls has been
developed by the determination of the cenbral tendencies (as
" to employees Involved) conserned in the varlous distributions of
raw data, (sverape age, average educational level, average
number of dependents, etcs). Also, frequénﬂy'distributions in
p@reantag@s‘ware determined concerning percentsge of persons on
each shift, the ratic of mele-to-female counssleses, and the
percentages of cases referred from variocus relerral agents,

Fmotional probléms were classifled into distinet types,
It was dlscovered that all ématianal diffuculties brought to
the attention of eounselors could ba'groupad under one of ten
slassificationg. They werez=(l) Marital esnd family prabléms,
(2) Alcoholism, (3) Anxlety snd nervousness, (4) Immaburity,
(5) Psyehotiu t@ndennieﬁ, (8) Limited mental faculty, (7) Psycho-
souatic eomplainta, (8) Troublesome plychﬂpgthy, {(9) Job

&iasatisfaction, anﬂ (10) Problems not cavered by the fereﬁﬂingu

U IR s L e
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The company?s analysls of 1ts program after five years

of Opavaﬁiﬂn uncovered some interesting facts. %Yhose areas

employing the largest portions of the work [orce had referred

the most employees for counsellng,  Thet is:; the percentage of
employses veferred from esach factory ares, compares favorably
with the percentage of total coupany employses in that aresa,
Each shift was represented by a proporticnate number of cases
in relation to lts percentage of the total nuﬁber of' employees
on all shifts, Thers was no appreclsble difference in the
numbar of referrals lu relation to sex., fThe average number of
depandents was determined to be ons depsndent .- The educational
level averege was found to be ten ysars. Aboubt one half of the
persons referred to gounselling had had milltery service. It
wag dlscovered that approximately ssventyeTive percent of the
plant population were married persons,. Supervision was the
most common refeprral agent with forty-three percent of the
total referrals. The medleal division was next in lmportance
with twenty-five pereanﬁ of the total employees referrsd to
counseling.

More than one-third of the employess referred for
sonaultation visited a counselor only once, These persons
pragented problems of only & mineor nature. In the sases of
saployesa Iinvolving more than one eauuéalimg interview, anxziety
and nervonsness were the most common probilems. About ten

percent of the total number of counselees came under this

catggory., Psychotic tendencles were present in sbout seventeen
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percent of the counseless., The following percentages ware élso
determined: Peychosomatic eompiainta as ten percent, Marlital
and famlly problems as nine @arcant, Immaturlty as eight
peraent, Job disaatisraetich‘as ssven percent, Troublesome
psychopathy as seven percent, Alcokollism as flve parcent,
Limited Mental faculty as four percent, snd Unolessifled as-
alght percent.

The large majorlity of persons in each portion of the
nlant had oniy cne consuliation., HMost consultatlon cases were
removed from the acbive status wlthin ninety days. Only six
percent of ell referrals were kept in the asﬁive status for o
ysasr or wmors, Tthe follow-up period was not sonsidersd as psrt
of the counselling perilod. o

“Beasons for employes separation from the company were
considered to be an important aspsot In the svelumtion of the
8f'fects of the counseling program. The majority of involuntary
discharges were bacause of unsatisfactory sttendance records
(B1%) or violatilens of company rulss (47%). Of the employees
that quit, -twelve pesrcent dldn't like the work assignod; thirty
peroent hed declded to secure other employment; eleven percent
went into business for themselves; sevenieen percent left
because of familg'circumatanéas: and the ﬁamaihing thirty
percent left for varicus other reasons., The supervisopis
opinlion concerning sach person leaving the employ of the company
wag enlisted bo ensure & wmore couplete ploture of esch sltustion.

It was determined thait supervisor commonts on bwenty~four
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pe?oént of the empleyees that lelt were favorasble, sixty pers.
cont were unfavoreble, and thirteen percent were undetermined.

The results of the Caterpillar Trastor Company's coune
selling program have been detsrmined to be good, and to the
satisfaction of the company., In the company’s evaluation
studies, 1t was dlscovered that twenbty-two perceant of the
counselees showed marked lmprovement, thirty-Iflve percent
showed sSome impnovament, tw&mty«five-permant showed little.
fmprovementy and elghteen percent showed no lmprovements, This

eveiluation is on the basls of the analysls of the case historles

of the more than flve hundred smployees that head been referred

to counseling sinee its Incsption.

fJertalin obaservatlons were made duriung the company's
study of ifs couvnssling program, There ls ths evarapreaeﬂt
need for better employee seleclbion technlques Iin ordsr that
peracns with serlious hehevier problems do not become a part of
the work forge. ﬁéra refined selestion wethods wonld reduce

the work-load of counselors; sinece obviously when welleadjusted

people are hired in the firet place, there 1s less chance of

later naladjustment. Also supervisers should reéaive mnore
gomplete instruction in the deteetlion of behavior problems.
This would be bsneficlal for the employse, the msdlesl departe
wment, and management. The work of the counselor 1s much more
affaﬂtiva ir emotlonal problems a&re treated early in thelr
development, Deley in ths therapy glven by the counseler can

dofinltely lessen the chences for improvement,

NN
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The Gat@rpillar Tractor Company's sounseling service

is quite unique,; since it ls just a part of the mueh larger

u sampa:ef-tha!mental1hygiene program. The mental hyglere departe

went has as part of its functions, the testing and tralning of

employees in addition to counseling,  An spplicent for ewploy-

ment ig Interviewed to determine hls emotional fitness. BResides
this dnterview; an employment test battery is glven which

includes intellligence, mechanical, and-amational~a&justm@nt

. tests. Employees may. voluntarily vigit the psyechologlat or
- they may be raferred. -Thexpsychalogist’ﬁ tltle. is "Personnel

Gansult&ntan‘Tha.counsaling method would be classified as

directive counsellng. The objective of the counselor ls con-

“sidered to be the making the employee awere of the real cahflicta

that underlis his complaint. When awareness is reached, the

gymptom ghould be alleviated or disappear.,
III, R, H. MACY DEPARTMENT STORE

The counsellng studies of R. . Hs Macy Company began in

the 1920's at sbout the time the first Western Electric Company

rvesearch began, These two studles were different; yet both

. studies represent the foundations of the aaunsalingainﬁindﬁstry

movements The results of fmur'years_ef study in the B, H, maéy

Company are presented in the book, Psychiatry in Industry, by

Dre V. A, Anderson, divector of the studyﬁs

5] .
V. A4 Andsrson, Psychletry in Industry (Wew York:
Harper and brothers, 19297 ' T
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Anderson belisved that the most effective metheod of

analyzing personnsel problems 1n inﬁustry-was by the use of

T

the services of a psychologist, a psychlaterlst, and a psychiatric
-social worker, The study ﬁaa mainly concerned with the "problem"
employes. Problewm canges were classifled into four groups. The
first group consisted of individualo whose dlfflcultles were
~attributed to thelr own melke-up and persconallity instead of bthe
wrong Jobs Psyehiatrle examination brings out the true nature

of these Alfficultles,; and the tpoatment meprely conslsis of

the readjustment nf the indlvidual in his cwn depsrtment. The
-éntaal-adjuatment is.faailitatad by frequent contacts with

the plant psyehiatrist or psychlatrle socinl worker In attempts
to graduslly chenge the émplmyee's‘b@havisr patbernsg.

The second grouplng involved those employses whose job E
maladjﬁatment or misplacement, instead of personellty difficulties,.ﬁ
15 the most impértant factor of the situstlon. CObvlously, the
troatment called for under such clrsumstances would be the transw

fereonce to more sultable work. The thlrd classiflcatlen
invelvas those smployess who are extreme personnel problems in
that they are misfits or otherwlse maladjusted in the extreme
‘ &ﬂﬁ‘%aﬁﬁﬁt be helped under store cenditions. They wmuat be
discharged Cfor the good of ths store. The fourth and final
grouping couslated of those individusls who were kopt on the
job during their trestment but because of lack of response
were dlamlassed,

Anderseon statos that the employees with which the

paychlatrist comes 1n conitact have protlems that erdinarily
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£all under one of four headings. The counselee may bs a

"chronic hospital user," "a situstion reasction case," "

a
fatigue" case, or = case . "where nervous end mental diseasse

i1s asuspescted." Chronie haépital'usar# repregent those persons

who have & fixation of intersst on themselves and thelr bodlly
organs, - Their illness is a compsnsetien for dafaat because of
aiffieuibias, an& i1t tends to be a comforting attentlon-getting
device, Medical treatment by ltself may only smount to & means

of aggrevation in reletion to the true sltuation.

The situation«reaction casss are those employees .who
retreat to the hespltal when they are confronted with & difficult
~job or an uncomforteble howe siltuation, -The'mediéal symptoms
of the employeses in this group do neot present themsslves as
acloarly as In the case of the chronic beospital users. Nervoﬁsw
ness is often & symptom denoﬁing the altuation-resction dis-
order. | .

F&tigue:éaﬁas'm&§.ﬁave as their cause physicel conditlons,

personality malad justment, heme problems, or the job sltustion.

Actual treatwent for physical fetigae will be to 1ittls avsil if

the true underl ving causes perslst..

The casss where wental aad nervous disseses are suspected
praﬁably ﬁotal over btwenty pergent of the employsss sdmltted to
the industrial clinic. Obvimuslf, when the suspleicn that an
individusl hes & mental or nervous dlsorder materislizes into

cortalntys the bsat course is dlswisssl,
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Counseling as smploysd by R, H. lMscy's is somewhat
different from both Western Blectric and Caterpillar Tractor.

The primary intersst is in the selection of personnel for

- gmployment } while later counseling is considered mersly =

secondary responsibllity of the ampléyment‘inte?viawera. oW
ever, the founders of the prégram-at'ﬁacy'a Dapurtment Jtors

recognized the impor%anaa of the adjustment problem of indivie

" duals after they had been hlred. It 1s interssting to note

that the Caterplillar Tractor Company recognlzed the need for
bettey employee selection t@ahniques to supplement thelr &djustu
ment counssling progrem, while the #., H. Macy Compsny recognized
the need for better adjustment facillitation to supplement thelr
extenalve program for employes selectlion.

Anderson saya that it is generally agreed that the
largest percentage of turnover occurs during the [irst three
or four weeks &fier employment~~the time that it takes for the
new employese to adapt himself{ to ths new jﬁb environment, This
is the time for close observation and definite ald that is
based upon reasonsble knowledge of the éetaal'situation and
the Individusl personsl sspects that underlie ﬁsssibla work
maladjustments. The securing of people that srs probably
"fairly‘goad" for a pmrtimulap employment situation iz not too
difficult; hut ﬂavalapimg and sdjusting them and retainling them
1s diffieult. In the Hacy Store the employment depariment has
this latter responsibility, too.

I Y TS
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The potential makings for the maladjusiments of an
individual sre present at the tiﬁe-cf hiring, The facllltles
of the employment department determines the sctual awount of
soreenling that is accumpliahed; Because ol expenses, this
department would never be able to_ééi&et éll well-adjusted
persons, The great majérity of selectees could te prated only
as falr, With these 1ldsas in mind ths employment interviewer
must take tha-caarse that in hils estimation will keep employee
turnover at s minimum. | |

As wag mentioned bhefore, Kacy's followed the poliey
of pleecing the responaibility for initial ewployee adjustment
In ths hands of the person who origlnally diagn@sad.th@ employes
88 a it employment risk, This interviewer or counselor would
be familiar with the originel disgnosis of the applicant and
would have gone over all of his guallfications previously.
Algo tha counselor would have the correct frewms of wlnd, heving
the experlience with persopnel tralts and problems, The counselor
hes nsither the time nor the equipmeant to make sn adequate
psychiatrlic analysis where problem cases Bre involved,'howaver.

The technique advocated does not.requir@ the counselor
to handle the serlous diserders and try to treat them, but
instead to note the itreatwent possibllities in sach case,
Actual psyeﬁiatric treatment ls far more successful when césés
sre referred at the garly stages. By dlscovering maladjustwents
early in the individual's store cerser, &nd settlng in motlon

the proper adjustment maahaﬁisms; the employee may be kept as
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a valusble worker rather then dismisgsed (1f the mechanlsm is
sucesssful), Less sctual money is lost in expenses in this
way than in reselectlon and rotraining new personnel., - .

The follow-up procedures of counselors are net only
beneficlal in helping employees to aajust; but are of lmmense
nelp to. the counseloy himself, By keeplig in.contﬁst.with the
employess that he has selected as it for employment, the lntere
viewer is sble to note first-hend the resulis of his Judgments.
In thls wey superlor employee selection pracilces are {ostered
because checkling procedures sre. avallable and accurate,

Anderson bellieves that the heart of thls system of
employee se¢lection, followeup, and psychistric treatment is
the maintenance of good cese records. A well plaﬁnad method
of recording detelled information about each smployee must bs
devised, The recording system should be as free Irom unnecsssary
detalls as possible, It is not feaslble to epprosch a case with
the sompletensss used by ths paychiatri&t'in'his analysis of
problam oases, fhen a person iz employed, psychdloglcal Informa-
tien-anﬂ all necessary facts obtalnsed from the inlitisl interview
should be recorded on & card,; The follow~up information should
also be written on this cerd, Besides the ecard, a noiebook
should be maintain@& to keep information concerning the follow-up
in more detalled forwm. The matsrisl in this notebook would be
of great service to the lInterviewsr as the lfollow-up progresses.

The follow-up should contlnue [or eszech employes until

the counselor 1s certaln that complete adjustment has occurrad.
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Bvery six wmontha, ap svaluation of bhe work ascomplished should
be initisted. Hach case should be chsehed to determine the
asbusl stobtus at that tlme., 4 stebdstloal anslysis of the
entire group of csses should be gone lubto with an sye for slgniw
ficant trende. 'This periodic evaluation is of great worth to
the counselor, bﬁa#usa it wnulﬁ'aﬁpnsﬁ witknessee of nethods

used and Qgggiﬁlﬁ ruveal moans of betberment,
IV, OAE RIDGE

The Oshk Ridge Atomic Enepgy Flant ifs, of course, not
an indnstrlal estebllishment; however the ewmployes probloms

faoad by'tha_m@nagﬁmant-af thig government Insgtallation in

many ways parsllel those in lodustry. Speclisl problems wers

pregent o thls case bacauss & complede new community was
transplanted bto the rural eres of Uak fiidge, Tennesssa, It
wae sasuned that 470.211 amgﬁaga&s-ﬁ@@%*g&iﬁ good wapes and
supplied with sdequate housing, there would be no perssnal
probless fopr ﬁh@ workerd. This belliel was poon proved to be
ﬁé@gl@%ﬂly wrong, Single M6m; mappled maﬁ,-w&vé&, gnd children
&ll gﬁimkly developed & multitude of prodblems. They took the
the form of iﬁa&curity, homesickness, pilfering, aﬁ& sxcessive
gawbling.

Javenllie delionguaney é&val&p&dibﬁaa&&a-th@=ahi1drﬁﬂ
@ﬁig&ﬁ&ﬁﬁﬁ:f?@m»miﬁ&iy'diﬁfafﬁﬁﬁ*ﬁchﬂml'&yﬁt&mﬁi “wardtal
relations were stralined becsuse the hushand and wife oould not

talk about the Jobs they were pevrforming during working hours.
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The purpose of the entire project wias not known to bthe warkersj
which contributed to the dlfficulties. Also, large shipments
of material dally flowed into the plant, but there was no
evidence of any shipments leaving the plant. Nentel illness
r@#aaled by outer expressionsg of exireme anxiefy'bagén to
develop in the persennel of the organization, In the employecs

with anxlsty tendencles the securlty safeguards of the plant

provided additionel apgravetlon.

It therefore becsme painfully apparent to the menage-

ment that lmmedlate steps toward s hlgher degree of employes

ZImarala and adjustment was essentlal, The Oak Ridge plan consisted

of thres diviagions. The firast was a hospltel service for
patlents who already showed definlte symwpboms of mental illness.
A communlty service that consisted of child gulidance and famlly
sounseling was lnatltuted as the seecond dlvislon, The flnal
dlvision of the progyam.was'aﬁ in-=plant counsellng service
inatligated fer the purposs of early detection and treatment of
maladjustment among the employees. By the coordination of
these three aspeets of the progrem, delinlte results were
abtainéﬁ_ After tendencles toward malsdjustmsnt wers éetadtﬁd,

the root of the troubles could usually be found by an snalysis

of thé job sltuation and ths family Llife of the emplayae»?

Obviously any industrial concern attempting te imstibute

such & program would meet with atrong reslstance and would be

7yathaniel Gantor, Hmployee Counsellng (New York: The
Ronald Press Compeny, 1954) Chapter 11, page 54.
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soouged of psmpepring smployees and invading thelr personsl
domain. Suach 8 plan was 1@giaal.at Cak Hidge becauss af the -
peculiar circumstances ol the éntirm work force being compoelled
to live in a restrloted area unsear the plant site., In the ocase
of an industrlal plant, modlificstions of the system developed
at Cak Rldge would very likely prove workable, Thus, the plant
counselor could contact schools or communlty agencles to obtaln

& more complete understanding of the amployan's traahie«
V. OTHER PROCRAES

The Hetropollitan Life Insurance Compsny was somewhat
of a piﬁne&r in the fleld of ewployes counseling, In 1922
this concern insugurnted a psychliatric service for 1ts employoes

that were suffering {'vom memtal7illaaas; The aabviaa funcﬁién@a

Cthpough the medleal éapaﬁtm@nt"'?his sarvice has evelved into

8 consultatlon serviece fopr employses and supsrvisors that have
minor problems,. |

'Th@ tfedeoral gavarnménﬁ hes fosbered counseling in ﬁﬁh@r
sreas ln additlon to the Oak Hldge prmj&&t."ln 1838 the Zoeclial
Bacurity Board bBegsn a program to ald goverament employwes in
their recreational sndeavors &ﬁé thelr personal emotlonal

g

problewms. . Programs of & like nature have baen started in the

United States Army and Navy &t certaln lmeatimﬁa‘

8y, B, Barron, Miwployee Vounseling in a Federal
Agency,” Personael Administratlion, Merch, 1948, page 8.
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Lockheed Alrecraft Corporsatlonts cbunaeling program 1s
founded upon the idesa that the counselor's job consists of
glving advice onﬁaueh-parson31 prob1ema_as hygiene, pregnancies,
ehild care, and on. any other kind of femily problem. Advice
on problems concerning personal relstions is considered to be
the. function of the counselors &t Doslng Alreraflt Compsny.
- Gounselors- at the Twin Cities Ordnsnce Plant include in their
Jobs the econducting of a tour of the plant for new smployees,
and:latarr&iaeusgions concerning personal healih, hyglene,
conduct, and company poiicias.
| From the foregoing dlscussion of different counssling
'pfo-gﬁams,'.iﬁ 1s Immediately appsrent that the counsellng concepb
may be applied to sctuality in various ways., Bach of the lour
different progrems deseribsd In detall dliffer from esch other,
not only in name and in original objectlves, but-also in relation
toe the background ol the persons Initlating the programs, The
Weatern Ei@ntria Company's counseling program doca not Iavolve
the services of & psychiatrist. 4 method of interviewing was
amplcyad that-aypraximated the ﬁonndiractivﬁ concept of Gavi_
Rogers, and thus sctually wes psychotherapy. Howsvar,the'éém-
pany's method of interviewing was developed entlrely independently
of Roger's study and after & successlon of aprors sad @rrér‘
cérraatibns.‘ . | |
At Caterplllar the services of the psychologlst are
amplmy@d:extansivaly; ?s&ehnlbgical testing is used 8s a ﬁéans

of counseling tha'amglqyaa'on_tha job, rathsr than belng confineg
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in u&a.to only smployee seléction‘pu?pOBeE, In this company.
the counsellng service 1ls mersly a part of the far more expan-
sive mental hyglene program. Complste records of all employses
are used as a means of classification and reference,. The direct
approach 1s used instead of the non~direetive, skllled listener,
approach used by the Western Electric Company.

~ The HMeey's Departwment Store counseling program differs
from both of the other programs in that psychiatriasts, péychola—
glsts, snd psychiatric soclal workers are employed, The main
interest of thils program is_iﬂ the psychlatric treatment of the
prablam smployee and psychologleally erlented employment teche

nigues, with lesssr smphasils upon normal-employes adjustment

problems.

The situation at Oak Ridge wes one of forced circume

stences and is not the boﬁa flde industrisl stmosphere., However,

- the research work sccomplished there, togethsr with the actual

program set into operation, is importent because of certaln
ﬁarallels between their problems snd employee problems of
Industrial enterpriseas., The psychlatrist comes to the forefront
in this program as in the case of Macy's Department Stors.
Greater ewmphasla ls placed upon on~the-job counseling for
n@rmalﬂamploya@ ad Justment, tnough. Thus, here counsgeling ls
employed as a preventive and psychiatry is used as g ocurative

In relation to maladjustment, This aspect is simlilar to the

goneept underlying the program at Mecy's Department Stere also.
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Many of the 1aadingjcorparationalin the United States
now have some form of & counssling prmgrém. Hejor alrceraflt
corporations having counseling aervice& ére: Bell Aircraflt
Gorp., Boeing Alrplane Co., Douglas Alreraft Co,, North Amerlcan
Aviation, Inc., and Republic Aviation Corp. Najor manufaéturing
esteblishments with such plens inolude: Allis-Chalwers MTg. Co.,

Briggs ¥fg., Co.,'J, I. Crse Mfz. Co., aad Colt Patent Flre Arms

Mfgs Co. (ther large corporations with counseling programs ars:

The Carborundum Co., Inbernational Harvester Co., Oregon Ship~-
building Co., Servel, Inc., and.the Southern Pacific Co.

Bacause of the falrly large number of large carporétioms
using coungeling as an Integral part @f‘their personnel relations
affort, there 18 a definite variance as to methods used and
the results achleved, The foregaing analysis of the counﬁaling
prbgrams of several concerns should provide a baslis for under
standing the baslc methods that wmey be used, and the concepts
behind these methods. The objectives of all the counseling
programs stand out clearly as béing‘hettev employes adjustment,
dasraéaed employee turnover; and increased productivity leading
to grester proflts. As must be the case in & competitive,
sconomy, the social velus to the worker and the communlty are

of secondery consideration,
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CHAPTER IV
ORGANIZATION OF THE COUNSELING PROGRAM

The previous chapters have presented the basic concepts
of counseling and & study of the methods of 1té employment by
severel operating concerms. It 1s importent that the discussion
now center.upon the actual problems that must be overcome in
the - introductlon, adminlstratlion, and malntensnce of any type
of program that ls adopted, The magnitude of the problems and
raéuiramants-ef g counseling propgrew wlll glve definlte insight
a8 to ths probability of inereased use of counseling in Industry,
In addition to the pPleemsriﬂVGlV®d, the discusslon will later
inglude the specific dutles and quelifications of the counsslor,
These duties and gualifications and the-prohlems faced by
dlfferent concerns will vary; however, poneralizations are
possible, and are valusble to an erganizad undarstanding'ef
the substance of counseling as'appliéd in the indusirial estab-
1ishment,

‘:In.active paersennel programs, there ls the ever-present
problem of whore the personnel.management functlon ends and
where thé counsgaling function beginss Those personnel depart-
ment Jeobs which are of a routine nature and offer no speeiél
service toward the adjustment of the employse canncot be considered
as part of the counseling funection., Thus; the criteria for the
determination of a job as to whether 1t is parﬁ of the counseling

function is that lnoreased employese adjustment must be the goal

46
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of the particular andeavor.f Counseling 1s a stall functlon
which creates & stronger end more agreeable bond between the

aupervisory'leval and the worker,
I. REASONS FOR THE PROGRAM

A counseling progrem will be initisted primarily for.
axpactad inereased proflts from higher worker productlvity
brought about by higher worker morale. The lmportance of the
p?eﬁl&ms brought before thé counssler vary tremendously.
Pro%lema-wf g winor nature such es timekeeping errvors and
policy interpretatlions may be slleviated by putting tha‘@mplayae‘
in aﬁntact with other appropriste company coff'icers. The more
serious problema maj_have their roots in minor irritations that .

have magnified over o period of time. The effort of the couns

"~ selor should result in better empleoyee understanding end luproved

adjustment, whether the problem is large or small,
. Pooyr sdjustment of workers in a partlicular plant can

affect the consumer peinfully. The prlc¢es ol products and their

gquality are s messure of the guallty of the counseling in the

industry mamufacturing that goods The worker is obviously slso
affected {other than in his aapgeitynas gonsumer). When an
employee has & problem, he will solve 1t to his satisfactlon
in due sourse, If the matter does nob adjust Yo his setisfac-
tlen in a reasonable perlod of time, he might qult. Hs losges
money in the interim between jJobs. The employers pay for the

material wasted and the préduetion‘losb during the bresk«in
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period of a new employee. Jven though $he turnover cost ia

’high;-the'aost involved in the slowdown of workers 1ls highafm

The maladjusted Worker that vetains his job and eontinues to

- be less efflclent, ae tims passes, sctuilly represents a

areaber burden updﬁ management than the training of & new -
applicent.

Wﬁen-am-indugtry continvally expends, the number and
types ol jobs incresse. Opportunities for adequate céunﬂeliﬂg
from cowmuinity agencles dimlinishes, Alse, certain sconomicul
factors oftaﬁ regulre werlters to acca@t:joﬁs thet they do not
preflar. |

-.Erequ@ﬁt becnnologlcal changes within an industery
sometimes work hardships on certain suployees, New processes
requlre new typesﬁaf skiila._ 8tab;lity is iﬁpertanh to both
the employse and the employer. Clroummsinnces aflecting ths
worker gffect output and: thus the ampioy@ris interests, The
counselor attempts to stabllize the workers at e desired level
of performence. The counselorts Job is much simpler when the
worker likes his job, and is qualifia& to handle 1t; and when
adequate supérvisisﬂ is present.

‘In the very simple adjustment situation, thres steps
ef procedure are lnvelved. Thé goungelor notes the problem,
makes a definite appointment with the employee, and follows-up
to see that his efforts have actually resulted in the proper
adjustment of the worker. A more luvolved and lengbthy process

i3 necessary In the cass of complex problems.
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Job satlafaction.ls e major feetor in the good adjust-~
ment of the employse to bhe work environment. Wages alone o
not amount to an index of jJob satisfactlon by any means,
Steady ewployment unde?.ylaaaing-working conditlons 1s an
important fagtor, Considerate treatmént by supervisors facili.
tates the effort to make the worker happy at his jobe The
belongingness feeling ls alsc esszentlal Tor employes satlselece
tion at work.

CWhen an employes 1s definibely unadjusted te a speclflic
job, the counselor, upon consulbation with the supervisor, may
advige that & translfer be Instituted. The counselor csn be of
spoclal ald to the suployment offlcer 1In sebilng up the systenm
of gaiéanaag*tas%ing; selestion, end placement too.

founseless wmay be arranged in many types of classlliie

soblon. ®e M. Bowler classifies counselee problems as either

Cinwplant problems or oub-plant pr@bl@msﬁl ‘The latbter tevrm

refers to femlily d4ifficultles, ete, that might affect the

- worker's output on the jobs Counselors wmust not atbeupt to

treat employees that are mentally 111 or show definite tendencles
in thet dirsction., These cases must be relerred to & psychiae
trist (elther employed by the company or privete practicloners),
Zmployed péapl& cen be divided into the groupinge: adjustsd,

unadjusted, and maladjusted. Any classiflecations of & wmore.

specifle nature than this in welation to adjustment ars

‘ 13‘ Hs Bowler, Coungsling Bmplovess (New York: Prentlce-
Hall, Inc,, 1948) Chaptsr 1, page 25.
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difficult becauss there 1s deilinite dﬁpliuatign and overlapplng
in f@ﬂp@cﬁ'te individual problems,

The need fgr'ceunﬂelingnﬁatu?aliy vearles for different
clagsificationeg. Y@uﬂg persons with limited skill and 1acking
full meturity nay requira counualﬁﬂg Just because they eare
inéxperencad in the Job &ituation.' They may heve extreme

feelings of insecurity as te the future, sud wmay be uncertaln:

ag to whether they have plcked the most fitﬁing 1ifets work,

The e¢lderly workees prosént problems-in that they wmay be unsure
éf thelr pregent and nesr<fubure cepaclties and may expeorience
axtreme um&aéimaas gonecerning the theaght of retivewment and
inactivity.

' Workers who have been trained thoroughly in s singls
skill find great difficulbty in adjusting to a new or even an
allled line of sndeaver, when their particular skill is
abolizhed or diminished in employment polterntlal by technological
progress, The age factor may pley -an ilmportant part in thié
difffloulty of adjustment to a different line of work. However,
the increaslag number of these single-sklilled workers bthat sre
disylacad-eiiminataﬁ the uniguensss of the gituatlion and.
facllitetes faster adjustment under new clroumstences. This
trend toward this type of displacement is Increasling with
aver-gxpanding use of mess production btechnliques and the reaant
advent of aubomation,

Physiecally handlcapped employees ordinarily represent

less of a @ounaaliﬁg'pvablam than the normal workers, They
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nave proved themselves generally to be of high value to the
organlzations that employ theng The probeble reason for the
lesser need for counseling by the physleally handleapped ls
that they have recsived a largs amount of praliminary gdjuste
ment eeunéaling through thelr hcapitals‘ In any case they have
had experience at adjusting to more serious situations then
will be experienced on the job.

Since the beginning of the Second World Wer, women
have bhecome an appreclable portion of th@ country'ts work force.
Thelr need for industrial counseling has been slightly more
than the nsed shown by mals werkar@. Thelr closer emotlonal
ties to the home and family‘?rmbabiy aceount for this, Careful
selectlon, training, and follow-up work helps to place the
woman on an equal feotiag with the man on the productlon line.
Bowler states thalt workers that are not adjusted may
be classifiod as maladjusted, occupatlonally unadjusted,
economically unadjusted, and soclally unadjusted, Heladjusted
workers are amploé@as that have not accomplished the necéssary
adjustment to their specific jobs. The counselor's Job cehaiats
of helping the worker to ldentlfy the cause of tﬁe trouble and
to help remove these obstructions to adjustment. The personality
of the worker may stand at the Basa of the difficulty. In the
case whers the work assipgned atiﬁulatas 2 nervous condition
toward eventual nervous breskdown, & more appropriate job should
be assigned., Whatever the cause, the counselor should atteupt

to discover what it is (mainly by the lntserview technique).
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Certalin workers wlill unot respond to the counselor's elfforts,
sinply because 1t is 1mposslblaffav some paople to it into
the pattern set by industry. &180, the changing of job |
gssligments in many instances wlll be of little or no value.-

Geoupationally unadjastgd persons ineclude several
categories. Persons who Have never been emplcyéd 1s one,
Another consists of those peaple who have boesn successful in
one line but wish to try sowethiing new. There are other workers
too, that are not able to make the necessary adjustment to
certaln aspects of thelr environment. Actually, "unadjusted”
denoctes that the worker is not satlsfied with his job suffie.
elently to wish to centinue thab particnlar sndesvor. Therefors,
the person ls continually in search for & job that would be
more satisfactory to him,

The sconomlically maladjusted person ls prsoceupled and
continually worrlisd about personal matters, Thils 1is not cone-
duclve to the Individuasl's high plent morels, or for that
matter the worale of his co-workers. This type of worker is
more difficult to help begauss he will seldom vislit a éouﬁs@ler
of his own velitlon, His problems ordinarily rslate to money
and often an extreme debt load is carriled.

Ths'symptam expasing the socially unadjusted person is
often high segsitivity brought on by feelings of not belonglng
to the work group. Insdequate induction practices can mcoelerste
the ceondition af gensltive employees eﬁtering new employment,

Entrenched groups of werkers in the plant sometimes exert a
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certaln amount of pressure on the new employes, which the
soclslly unadjusted smployes would be unable to stand for any
prolonged periods The proper adj#stmént of the worker to the
plant depends to a great extent upen the ealiber of the guper=
vislon present. Where soclal maladjustment occurs, prompt
netion must be instigated by the oounselor o alleviabte the

cause of tha.troubl&a
II. PROBLEMS INVOLVED

Good employee mmrale,.of which ad@qﬁate adjustment 1s
s major portion, is not a couditlon that tends to occur sutoe-
meticelly. It must be developed, facllitated, and malntained
by menagement. Hutual respect between workers and all levels
of supervision 1ls a basls for good morale. High morale Is in.
evideonce when oémployess sense that mansgemsnt hes a frisndly
attitude towards them, Whers excessive menagenont paternalism
ls practlced, a low-point in empleyse morale ls apt to be
fortheoming. Until recently wanageument ordinsrily showsed far
‘gve§tar concern over materials and machinery than Tor the
thoughts or feélings of the worker. The personnel dspartment
that functious proyerly.will_brimg about ths feeling in employees
that manapgement does have thelr best interests at heart. Coune
gselors should make a definite sffort to strengthen thils fesling
among employess,

Locating the trus basis for specific employee problems

is not always 8 simple matter for the counsslor, Inwplant
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causes for problems evolved by employees include: inadequate
ihductimn,-paor prientation, poor physloel environment,
failure to glve credit when and where 1t i1s due, and lack of
incentlves. Inductlion conslsts of the {atroduction of the
new employee to the plant, to the department, and to the job.

It will ordinarily be conducted by the personnel department.
Inadequate induction often does not glve ampl@y@es-aufficient
understanding of plant polleles, procedures, and rules. This
leads to misunéﬁrstan&ing and dissatisfactioﬁ. The new employee
that feels the situatlon is nét just right mey quit et some
time during the inltial training peried. - Thus, the turnover
rate tends to be high which causes inqr@&sing»@ﬁpenses in
‘relation to the cm@tinual sslestion aé‘new parsonnel, induetion
is very valuable sina@‘it is maﬂagamaét'srmain chanca to foster
good impressions before the employes's attitudes become fixed,
4 sense of_avéerliﬁmsa is imparted to the employee when .a
wall-tima@=indu@ticn programn ié.présant,“

“Wérker orlentation is handled by the supervisors; snd
it has to do with the esrly sdjustment to & speciflc job.
Improper impressions instilled in the new employes by his
supervisor may lead to a Igter ma1a§justmanﬁ that will come
to the attﬁation.gf-the-counsélcra‘ Orientatlion consists of
the providing the employee with informatioa that will tend to
maks bim féel mOre FecuUre. This means the gasing of the worker's
wind by the presence of information that answers the questlons

that he has about the plant and his speclfic job.
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In plants having & poor physicel environment the cost
1s higher for management bocause of lost time than if the
conditions wers ralised to & wuch higher level, Production
gan be adversely efféetad by extremes in heat, cold, wmolsture,
and dryness. Not all conditlons of these types can be com=
pletely overcoms; since certain types of preductlion must bLe.
performed under unfavorable conditions. Gounselors must be
alert as to unfavorable physiocal condltlons in the plant that
are brought to light during dounsalimg Interviews. Also,the
counselor should be careful to note suy apparent needs of this
nature when passing through the plant,

Pgllure to glve credit when it ls due tends to make
ﬁha- work situation very discouraging for the worker. It also
thereby hempers productlion and increases labor turnover.

Fellure te glve credid whon dus or the abssnce ol approbatlion.

revesls 1tselfl eventually in quantity and guelity of output.

The correct use of spprobatlon gives supervision a very strong
mativatiﬁg'foree. When w&lludesePVQd praiss ls recsivsd by a
worker, new helpghts of Inltlative may be fostered within him.
The lack of other incentives, in additlon to approba-

tion, may affeet the employess adversely alsoc. Two of the
mest lmportant incentives are money and time-off. MNanagemend
will find 1t herd to meet thelr competition unless adequate
remuneration of employses 1s practieced, This is cbhbviocusly

true to a lesser degree in the case of time-off and vacations.
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Difficultiaﬁfoftan arise*bacausa of employeesi 1nahility
ta’aampr@hend the particular rétiramént pragram'of the plant,
The deductions from pay-checks for the retirement fund and cther

such deductlona often are diffiecult te exzplain to the workers

‘involved, A continual educational program is needed to keep

the workers abreast of changes in pay-chech dedustion procedurss.

The foregaiﬁg ins=plant problems are of the kind that the
management hés the power ‘to alleviete. Any one of these
problems or combinatlions of these problems aan.aauSE malad just-
ments in bhe workers, It 1s the counselor's duty to determine
the exact ceuse and Lo take steps to readjust the worker., It
1s evident that good ineplant conditions lead to less counseling
sxpense in the long run,

Out~plant problems may be considered under three cate-
gorles: soclsl, economic, and abligatnry. soeial problems are
goncerned with the leisure time of thé workers. They include
broken homes, the other woman, the dvunkard, the spemdthrirlt,
sud others. Also, sometimes workers will sngage iﬁﬁéidéwliﬁ@
ocoupations because of the desire for extra money, Unions
may attempt to exert pressure on employers in aﬁch ceses. The
camhsaler should be awara'éf the rights of the varlous parties
involved and help with the solution.

The main method that the counselor can use in en effort
to prevent sccial problems is to sncourage wholesome soclal

scblvity that will 111 wmore of the leisure time of the employees.

. hetivities in the plant may be fostered, much as: plant bands,
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"~ bowling teams, sthletic elubs, and others, These sctivities

should be run by and for the workers themselves. The counselor
will ordinerlly resllze that the person engaged In church and
school activities seldom develop probleme of s soclal nature,
teo, | |
Beonowmic problems often originate from overspending or
abuse of oredit priveleges, Credit Unlons have been of great
aervice in providing workers with funds with none-usurous
iﬂtérast rates,. Local banks have done theair share slong this
line teoo. Slnce the Crsdlt Unlon has co-operstive aspsots,
the workers are able to gain s resllzation of orpanization
procedurss, and sxperience Iin finsnce, The counselor should
bolster the idea of the Credit Bniém whenever possible, as
a mesns of lessening the burden on himsslf, of future counselsss
with sconomic problems. The cpunselor must dlsplay complete
sooperation with plant welfare sctivitiss as another mesns of
the lessening of his potentlal work<«load (since his tlme will

ordinarily be at a premium). MNlsfortunes,such ss: aceldents,

fire, and death lv the family, may strike a worker, lowering

his physical ocutput. Some orgsnizations maintein speeial funds
for such emergencles, Whatever the services provided by the
compeny, the more the satliglectlon of the worksrs ls cstered
to, the smaller the number of future meladjusted workers that
will be viaitimg the counsslor,

Obligatory prcblems gonsist of those obligations ithat

regulire absences {rom work. Illustrabive of sueh obligetions
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would be : taking s driving test, appearance in court, and

other situationa thet make 1t necessary for the employee to

. be absent from his work plaece. In some concerns, the counselor

musat check, evaluate, and record absences from work Cor obliga*
tory reasons.

People may use 2 variety of sourses to £ill their coun-
geling needs, Professional advice 18 reasdily avallable from

doctors, lawyers, and minlsters; while oplnlons ars quick to

‘eminate from friends, nsighbora,_andracquaintaﬂcﬁs. The desirs

for persensl advice of & specific nature has lucreased to the
point where banks, business houses, and public utilitias offer

speclal personal servlices to thelr customers. Counsseling

‘advice of a general nature is even presented by radio stations,

magazines, and newspapers, |

Thera ars three distinet types of counseling that an
suployee may use,., They are;privateer, tralned psychiatrlst,
and personnel counselor. The privateer does thls type of work

2 However, a genuilne

mainly for the fortheoming esasy cash.
ssrvice ls rendersd by the payahiatristrta those psrsong with
serious mental troubles, These doctors, belng ﬁxpariencad
with elinleal procedurse and case work, can definitely be of
service tc maladjusted and serlously unadjusted workers. The
safviaes of thess men ars not nesded In the case of every’

unadjusted worker. Only those persong that have very serious

gL. Re Steiner, Where Do Paople Take Thelr Troubles?
(Beaton* Houghton=Mifflin CompBny, 1945)
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mental difficulty should employ the paychiatrist in an effort
toward complete adjustment. |

There is delinlte controversy as to the amount of
paychological training needed by the p@fscmal counselor in
industry. One line of thought is that the plant counsglor
should be tralned 1n psychology beyond classroom work. It
is generally. conceded howsver that the lndustrial cownselor
need not be & trained psycholugist, nor a graduate peychiastrist,
Plant counselors provide & source of free help to employess in
relation to both ineplant and out-plant problems. YThe workers

are consldered as indlividuals and not 2s cases. The indusirial

‘pounselor helps the indlvidual to determine his true problem

and then assists him in making the doclslon as to what steps
to take to alleviate the condition. Thils msthod of helping
gmployees to make their own dselslions instead of offering
advice strengthens the employee and helps him develop his own
declslone-malling powers, Desldes the three types of eounseling
mentioned above, the paycholegist must be consldered also. A
psychalegiat'that 18 recommended by the individual's doctor s
a safe choleg, In one sense the psychologlst is the counterpart
of the industrial counselor in the community; though he
ordinarily would bs more proficlent because of a much wmore
expansive background of schooling,

Counseling,; in some instances, may be considersd to be
a method of elesing the foreman«personnel depertment gap.

Today the persennel department ls given the responsibilities
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that formerly were the responsibllitles of the foreman or

cwner. +hls new ﬁala@atimn has crested a gsp between the fore-

- man and tha-personnel‘depﬁrtmant.. The increasing complexity

of worier problems and legi&lativé rsatpietions have increased
the distance invoelved in this gap. Gonsequently, management,
in giany lnstances, has lessened the dutles of the foreman to
the meeting of productlion schedules snd the general compatibility
wlth subordinates; with practically no conslderation for hwuan
relations problems as & part of thelr dutles,

The personnel department conbacts the worker Iin the
processes of the application; selection,; inductlon, tralnlng,
transfers, counseling, disciplining, ete. Of thess functlons,

counseling represents more of a coordinating force between

- foremen and workers, perhaps, than.any of the others llsted.

The counselors move freely aboubt the plant to contact voth
workers and foremen,., Thsere must be complete cooperation
batweon the counselors . and the loremen for the counseling
pré@r&m to be sucessszful, Thers also must be no misunderstanding
between the counselor and the foreman over the methods of helping
the worker in .a given instance, Thus, the work of the counselor
can bring the forewan and the porsonnel department closer
together, in addibion to improving ewployes morale.

Bewler divides counselor ﬁutias.categc?ieally into

co=ordination, consultation, aad eomfabulation,s In some

S8, M. Bowler, Counssl

in
Hall, Inc., 1948} Chapter X1]

. Bmployees (lew York: Prentloe-
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plants, the aaunsaling fuﬁétion innludes'ﬁraubla shooting lor
managém@nt also. Co-ordination efforts Ey‘coumﬂalors may
eliminate duplication of the performance of certaln fungtioaé
in the plant. The aeﬁnaelér; because of his close contact
with the workers, is able to preosent ﬁa-management the  employoe
inﬁtﬂﬁfwviSW on importent issues, Hanagement may chanpge
sorporate practices an&-po;icias upon the strength of the,
verified findings of ils counselers. Under almost any cilroume
gtances, 1f the counselor is cereful in hls interpretations of
the various opinlons of those he counsels and arranges his
propositions to manapement Intelligently, his volee will
demand increasling attention, Policles and practices that are
accepbed without restricting productive output reveal the
quaiity-of the counselorts cowordinative dubies.

The consultation functlon conslsts of the listenlng
to workers. tell sbout thelr problems., The counselor acts as
g8 personal conlldont to whom the worker osa tell his problems
and get them out of hislsystem’ The counselor must be very
gareful iIn respeet to his time spent with ecounseless, since
some eeuﬁaﬁlor sctions tend to make the foremen feel that they
are belng by-passed by the counselor, Consultatlion 1s a good
moyale bullder as 1t relesses penteup tensions in individuals,
It also promotes goodw-will slnce the workers are more compatible
as toward each other and the maenagement. An urhurried snd well
handled counseling interview glves the worker a sense of deep |

aatisfaqtian.ﬁrom the sxperisnce.
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Beveral sapects of the interview are conducive to a

wholesome ocutcome, Pent-up tension is released by the abunwl-
‘selee in the process of the expluastlion of his problems.
Actual or lmagined compleints are brought out in the open.
The worker acquipes & feeling of incresased lmporiance, in'
that management seewms to show some laterest in hlm and his
troubles., The employee has the opportunlby to meke a declsion

congerning the facts of his partlcular situstion. Satisfac-

- tlon is often forthsoming te the counseles. merely bessuse the

telling of hils diffleultiss crally has ensbled hiw to develop
the prepér perspectlive,

The consultatlon devise 1s not 8 means of presenting
employess with edviecs, but is & wethod employsd to help the
worker help himself, Tha_cmmnsalmv will not provide & ready=-
made solution to problems, nor will he make decisions as to
the prﬂper.action to be teken. The baslc concept is that the
worker must be strengthened ag to his decislon-making and
adjustment prowess instead of belng weskened by doing hils work
for him. Ths counselor!s poslitlon can be weakensd or sven
déstreyed-if he atbempts to solve the counselee'’s probleus,

Confabulation refers to the infovrmsl conversations
between the counselor and the worksrs when ths counselor makes
hig pounds of the plant work-area. The toples of conversstion

during these counselor visits eare not necessarily directly

concerned with the work situatlon, The conversatlon may include

morely passing the time of day or remsrks concerning s trip
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recently taken by the worker, or other such matters, Thils
process of confsbulatlon 1s an esseutial part of the building
of the good-wlll necessary for the suﬁ?éas of the.ﬁouné@ling
program. The impressions of the whole'comnsaling organization
depend upon the feslings gensrated among the &orkers by each
individual counselor in his assigned srea, The counsslor needs
the trust and respect of his counselees, and confabulation can
facilitate these attitudes to a bhigh degrae; The extent to
which an Individual cunnsalorfhas gold himsslf in the prueéss
of confabulation can usually bé measured by the demand for

hls services In the consultetion capaclty.
III. INTRODUCING THE PROGRAM

The success of the counseling program of & spseific
organization rests heavily upon the methods smployed in intro-
dueing the program to the persons that will pertlcipats. In
a comparatively smaller organization esch member of the supers
visory staff should be contacted individually, A specisal
Introduction meeting would be desirabie im ths program involving
2 large supervisory ataff, This meebting would explain the
ob jeotives of the new progrem and the functions of the counseling
staff. In addition to the supervisory group, the workers must
be informed as to the value and purpose of this new ssrvice
that will be offered to them. To facllitste the educating of
workers, frequent meetings may be held to introduce the couns

selors and explaln the whole program. The posting of notlcas
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concerning the inaugurating of the counsaellng service is
ineffective, Counseling cannot be made to conform to roubtine,

1f 1% is to properly functlon.  Sincerity and conslderation

for the individual must be fortheoming for the desired pesults.

- The counselor actually regquires very little offiece
spece from which to conduct an affestive program.4 In the caae
of a large plant, the Qounsaling progream will require a central
headquarters nesr the personnsl directorta hsadquarters and
smallép gquarters nsar the smdking rooms in the production arsa.
In the central pffice there shoulé be private, soundeproofl
rooms for interviewing. Thers must be snough spase Tor files,
bulletin boards, and office equipwent. The total arrangement
must present an effieient and impressive aeffect, slince the
outward appearance of thé'aatuup tends to refllect the imporw
tance to menagement of the program, in the eyes of the wérkar,

Iﬂtarvigws abgolubely must be held In privacy and
sannet be hurrlsd or interrupted. The counseling rooms at the
central offlce must provlide guiet and a minimum of interrup-
tions,. The physicel arrangement of‘offiﬁa fasilities are of
direct importance conceranlng the success of the program., The
avallsbillty of sufficlent useeble spece ia of more value
than eleboerats sguipment, Gocd'lighting; venbtlilation, and
pleasing colors are of trewendous value in ralaxlag partici-

panta. The personnsl who asslst the counsslors should be

1 _
"D Rossback, "Modern Personnel Offices,” Personnel
Service, April, 1946, page 20,
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carefully selected so that they will supplement the work of
the counselors rather than hinder them.

| The coumselor quarters near the produestion line make
posaible, trips to see the'aounseior that do not arouse the
curlogity of other workers. As in the case of the ceniral
office Intervisewlng roomas,; the physical arpangoment at the
production~line counselor gusrters reflect management's
attitude of the value of counseling, in the eyes ol the employse.
Laxness must not sllow thess interviewlng rooms to becowme a
break-time hangout. I¥ must be maintained strictly as a room
for Bus {riess purposes.: The restricilons as te privacy, ete,
thet applied to. th@ aemtral office iutarviaw rooms also apply
to the. praduatien«lina interviaw rooms. A glass enclosed
room would be an exsuple of the worst type of imtarviaw:rmem.
It is very important thet the foreman end the sounselor do not
share the same space, too,

“The iaterview rooms should have comfortable chailrs for
both'tﬁé gounselor and theé eauﬂselea; A desk or tasble for the
use of the counsalor would be necessary. Depending on the.
épeaifig type of service used by the compeny, & stenographer
might be needed together with the aocompanying equipment. Roth
kstandard letter riles and eard files may be used, If the
particular progrem employss tesits ms pert of the funstion, the
souriselor must purchase tesbs and testing squipment. If the
counselor is asglpgned to the supervislon of the recreational
activities of tha plant, he mu&t determing the swount of squipe

mend to e pupehas&dg
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Industrlal counseling actually serves top‘management
aﬁd middle managem@nt; in addition to the plant empioyaas.-
The maiﬁ‘emphasiS'in-this cownseling is the problemaaelving
aa@éot.-_ﬁmployéaa need someone who will.help them Lo ¢lesr
up thelr thinking. Sometimss even highér levels of managoment
will request help from the eouﬂsslm#. In ssrtain inataﬁcas,.
the counselor wmay have to try. to force out the Informition
necessary to enable the employee to help himself,

Counseling tends %o be & dirsctlve or guldance sctivity
by its very nature, though non-directive luterview technlidues

area @ﬁplmyed st soms plants. A particular worker may visit the

counselor either voluntarlily or upon the relerral by loremen

or fellow workers, In situstlons whers an individual has been
referrad to the counselor (rather than golng at hls own
volition), the counselor must be very careful in hils approach.
The referral agents must remaein anonymous.

The imtarvi@w-tachniques.amﬁlag@ﬂ by counselors very
from very "directive” to "nonedirective" (as previously

mentionsd}), The basiec approach theories that arse explained in

- & previous chapter, when put inte practice, can be classified

under one of the sbove techniques. A reallizetlion of the differw

ence between directive and non«directive intervisw teschnigues
cen be Bchleved by cowpering the frequendy of the use of sertaln
methods by saechs The following techniques are arranged; by |
Ropgers, ln order ol freguency of use in dir@ativa'counseliﬁg:

The counselor (1) asks very s@aaifia guestions, delimiting the
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answers to yes, no, or other specific informationy (2) explains
and furnishes information related to the preblem or the treate
menty (3) speclfies the topic of converszation, but allows the
counaselee to develop 1t in the wey that he wishesi (4) recoge
nizes the ectual ceantent of that which ls spoken by the
éoanselee; (B) gets tegatner the evidsnce behind the conclusion
that he has reached, and att@mpt&-te-p&r&uaﬁé fhe worker to
undertake the course propesed by the cmun&elorg (6) brings to
the sttention of the counsgsles, problsms or conditiama'ne@ding
corraation.a.

Rogers stetes that non~dirsstive counsslors would
arrange  the f{oregoing teehniqgas_iﬁtﬁ an entiraly different

order of importance, Recognizing th&.féeliug or attitude which

the counselse has shown would be first, Then he interprets the

attitm&es.expvessed by the behavior amé=aérlier statements of

the counselee., WHe decidss on the teple of the conversation,

but leaves the development of this conversabtion te the counsslee,

He pecognizes the sontent of what the sounselse has axpressed,
He asks.highly‘spacifia guestions calling for yes, no, or gther
spoclfic snswers. He dsefinss the purposs of the interview

in respest to the responslbllity of the counselee in using it.
Prom these sbtabements, the difference of.&mphasi#'im-tﬁe'twa

techniques should be spparent.,

_ 56&?1 Re Rogers, Oounseling and Psychothers (Boston:
Houghton-Miff1lin vYompsny, 1942) page 115*I%§¢
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There are certain underlylng purpoaes that aiffer in

the application of the t{wo technigues., In directive counseling

the counselor selects the goal and then directs’thg counseles's
efforts to attaln thls goal. The impllostion here 1s that the
éaunselmr ls superior Ye the counselee, bacause the ecounselese
is not‘allowéd.to,ahaeseVhis own geal. The non-directive
counselor believes thet the counselee has the right to choose
his own goal, even if it is different Lrom the one that the
counselor belisves best. The ldem behind this concept ls that
the individual has further 1naight;ints himself than the coun=
salor could achieve. Ths nbn-diraétiva«gone@pt places hilgh
value on the right of psychologleal independsnce of the
iﬁ&ividual, while the directive concept places its emphasis
upon soclal gonformity end the leadlag of those unable to
aﬂjuet themselves.

The dirsctlve school of thought centers 1ts efforts

upon the problem as the counseles presgents 1t, If the problem

is solved to the satlsfactlon of the counseler ang tﬁe symp toms

disappeer, the counselling is consldersed as sucecessful. . The

emphasis employed by the non-directive scheel is with the

~counselse himself and not with the problems If the counseles,

in the course of the counseling vrocadurs galns sufficlient

insight to understand his true situation, he can selsect the

- eouyrsa of actlion that will bring the highest satisfaction and

adjnatment to him. By this means he has recsived s certaln

education which will better snable him %o master future problems.
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The non-directive technligue can be appliad.torthe=
ma jority of counseless who have the actusl capaclty within
themselves to solve thelr problems ﬁith a minimuﬁ of esslis~
-tenee. Ceunseling, Either-direétiva or non~dlrsctive, cannot
be the only meansy of dealing with the pasychotic, dafective,
and others bhet cannot aélva thelr own difficultiss, even with
help. Nelther can counseling be effective in instances where
people free impossible demands from their environment.
-Gaunseiara should make progress reports to the ﬁarsonnel
dirsctor, These reports sometimes will be periodically reviewed
‘by'tap management, The counselor's reports oan give mansgement
én amsuﬁate-aoémunt of th@ 1evél-af.movala at any given time,
~ Veriance betwesn the reports of the counselors and those of
 supervisors concerning identical subjoct metter give an indicas
 tien1o£.tha atanding amnunt:of coa?@ration that 1s present
,'batweén-th@'two graﬁpﬁ. 1f counsslors fall to turn in reports,
'thair~aarvica way be eliminatéd by management ag being of
little:vaiue.. If top mansgement does not wmake use of impoptant
facts brought to light by the counselors, an eventual breaks
~down in the human reletions progrem of the cowpany 1s possible,
If a portion of ths counssling service iz troubled
with 1aék of funds, an inadequate number of counselors, or
other such facﬁora,'this?iﬁformation-shﬁuld be included in
the pvﬁgres&‘r@pﬁmﬁ. In this way steps wmay be taken promptly
to alleviate the siﬁuaﬁiem; Management must institute lmmedlate

acbion when it has besn debermined thet a paritlcular counselor



IWATE .| 7L 1 I

70

18 not performing his fumctian‘édéquagely. -Disaiplinafy action

is just 2s necessary in relatioﬁsﬁc.counaelana as to any other

peraomnal of the owganlzation.: _ _
Counselors must keep abreaat of all new svents that
ogeur in thelilr fleld. The counaeler's library and the
parsonmal ~department library shoulﬂ contain the newest litera-
tur@ aoncarnimg gounseling, ﬁnother meang that may be employed
by the sounaélor in order to ksep up to date would be the
attaﬁﬂance‘af-tha annual eonvsnﬁiens of the Amgrican Hana goment
Azsocliation, Alsa,.Califarnia and many other states have
péééoﬁn&iamanagers aasoéiatiéna that can previde much up-th

date informabtion.
IV. THE ADMIKNISTRATION

In large plants where there are many'cnuﬂﬂelors, the

: parsonnal director would not have the tlwme o hear the reports

of indiviaual counselors in addition to hils other dutles. In
the intarasts of afficiemt ar?anization, management must appmint
a chlel counselor to coordinate snd direct the counseling skeff, -
If wmors than one ghlft 1s in operation &t a plant, 1t may be
desirable to have an esslistentechlefl counselor on duty for the
sgeondary shift or shifts, Though wowen employees vislt
women counselors and wmen employees vigit men counselors; this
segregation ls not necessary in the relstlonship between coun~

salors and chief counselors,

The chief counselor should be swapre at &1l bimes of

the problems and the activitles of the counselors under his
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control. Paily contact should be a key-note as to fpstering
gfficlency. The chief counselor would review and svasluate

reports turned in by the counselors, He would recommend any

‘ghenpes Iln procsdure that he doomad essential. He would check

for and remove any duplieation, repetition, and overlapping of
effort, He would nesd to hold scheduled meetings wlith his
counseling staff, He would nesd to set & pood exemple for his
staf’f bylcooperatiag_with.fsr@man, supervisors, and employess.
The chi@f‘ccunsalar ghould perform his dutles In a way deserviog
of the raspact of his subordlnetes. He should be patient,
tolerant and helpful.

The ehlef counselor and his,ataff_musi work in close
cooperation with other departments including parsonnal, safety,

timekeeping, health, and paymoilq The eounsaling department

records must be kept In an orderly fashlon, so that infarmatinn

 ean be furnished inmediately to the varlous depsriments when

it is raquéateﬁ, The ehlefl counselor, wlth his complete know-
ledge of the woprk force, will be able to vrecommend chenges
thet will orovide better wmrking conditions and thus incrsased
efficlency.

| The factual Information that is obtained by the coun-
seling service mustlbe dogumented and tebulated so that the
reports evelved from theose records will prove wvalild aft@r
being presented to wmanagement, The counseling program will

increase in value In the eyes of management, If it éﬂnsisﬁently

comes forth wlth factﬁal informatlon that will stand up undor
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pressure. In the svaluating of the Informatlon recelved from

counseleas; the counselor must be able to withhold his own

'dpinions. 'Thelfeparts.thét he-makaa mast bhe the regﬁlt of

acv.tu}al_ computation from a 1&1’*?_:@' 'tmmber mf‘- interviews, rather '
then an opinlon of his that mndomht@dly reflects a e@rtain”
degree of prajgdice, The degree of thoroughness of counseling
départment regoprds varys in different companles, {rom very
detalled records te none at all, The scope of the dutiss of
the counseling department functlon varies alse with different
companles, from only interviewlng duﬁiaé to responsiblllties
in the arsas of wages, hours, benus payments, absenteelsm,
loans, ¢redit unlons, haagiteiizatian, p@n&ionay angd othsrsa.
In some cowmpenies the counselors wmust complle detailed stetistlics
to facilitate the future operatlons éf the gervice, too.

The chief counsélor's power in relation to the selection
of additional counselors should be at lesast reoommehdatovy in
natﬁr@;' If pessible hersheuld have full authorlity to review
appiicatians, interview, and selsct his counsellng assisbants.
Only in this fsghlon can an efflcient organization evolvs,

The size of the plaﬁt will determine the number of counselors

that will be needed, when the partieular program ls aimed

entiroly toward helping smployses. In the counseling prograus
where management 18 to use the counseling directly and the

employess oaly incldentally, there wight be & need for only one
coungelor. In the latber arranpewent, bthe counselor might have

no authority to seleet his asslistants (L1f there were to be any),
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but might be asked to name his sdccesﬁor when he left the em-

.ploy of the company.

No one in the firm would be in = better position to be
aware of potential counselﬁrs employed by the company in other
eapacitiss, than the'dhief couﬁéelcr. Adeguate peraonnel.
reeovﬁﬁ'afe maintained by moat'companysi but these {lles often
do not revesl the true cazpabllities of the individual., When
%hs chief counselor leaves the employ of the company, he would
have the best queliflcatlons for evaluating ﬁh@ abilities of
his potentlal suscessor. The chief counselor's duties should
lnclude the evaluating of counselors that come to the firm from
other locatlong, too.

The chief counselor must obtain information on_cemmunity

resources and mlso maintein co-operative arrangements with other

agencles, Therefore, in order to facillitate these reSponaibilitias,

he should attend community acbivitlies and participate in pro-
fesslonal meetings that will keep him abreast of the new develop-
ments in the community. Community resources cen often he of
tremendous help In the sdjustment of employess to thelr jobs,
Gommunity resource guldes can be developsd to be used
88 Information directories, Personal contact between the chief
sounsolor and the head of the agency ls advissble, The problenms
of the plant can be elaborated upon and clarifisd so that the
agency wlll have a eclearer plcture of the kind of ald that may
be needed in the [future.
The chisf counselor must make 1t clear to all counselors

the extent that the affalrs of the plent may be disecussed in
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meetings outslde the plant. Informatlon upon eertain matters
can'reaﬂily be. exchangsd, but there must be an estsblished
boundary beyond which the counssleor wmust refrain from crossing.

Top management r@quiraaﬁthat‘tha chigfl counselor submlé
reports concerning the activities.of the counseling staflfl,

These reports should glve specifie facts and detalled lanfovuas

tion. ThHess veports muat be brief for gulck reading, though.

Good timing 1s &n egsential factor as to whether the . report
wiil ha.eff@ctivw. Delayed Informatlon not only reduces the
valus of the infa?matiaﬁ_to top management, but produces ille
wlll toward the counseling depavriment itseld, BHven in {lrms
where reports by the chlefl counselor are not mandatory, 1t is

g good policy to submit brief; perlodlcel summaries of the work
acecomplished., This effort will tend to kesp the management
aware of the value bf the department.

.-Tb@;inductian of new counselors is a very impartami
sapact of the chlefl counselor's functlons.  To new counselors,
he must explain the plant corganization and wheres the counseling
progrem fits inko the structure. The physical layeut of the.
plant and the persoanel department must be shown to them.
Int?o&métiona to aa~wa§karﬁ, supervisors, and foremen‘must he
carried out. The -pwli-aiés of the company and all of the ser-
vices offersd to the employess must be explaluned, too.

Closely allied ﬁo the induction réspaﬂsibiiitiaa.of.
the chlef counselor is the orientation program, The orlenta=-

tion progrem sctually requires much more tiwe than the induction
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process, The counselor!s funétiqns would be explained by the
chief counselor. The new counselor would be informed as to
the rules and regulations that he must obey, -and the: methods
of counseling used in the establishment. The relationship of
the counsalor to the paréannel departmeant would be pointed outs
An explanation would be made as Lo the degree ol authorliy,
1flany, in the sreas of transfers, promotions, sapar&tinn,.
~compensation, disaiplinary'actimn,retc, The chlefl coungslon
wauld'ka@p all counsslors well informed =& to new &avelogmanta
in peraonunel pollcles, prachtlces, and procedures. Professlonal
raading.matayial would be provided to new counselors,; and they
would be sncoursged to jelin professional orgsnizatlons, The
chlef counselor would evaluate each new counselor's work, and.
would help him to overcome any woaknesses.

When the counseling program la [lrst set up, gosls of
attaimment must be decided upsn,f E@riedically, actual- achleves
ments should be couwpared with thé.objectivaﬁ‘ta determine how,
wall the progrem has met the Inltial expectatlions, The evalup
tion - eof the program, in addition to the measuring of. what has
been accomplished, indleates what more should bs done to meet
apecified goals, Rvaluation ls actually a process mf‘éomparison.
There are Lthres maln econslderations in the evalﬁatien of & couns

seling prograwm. Th@y‘aréz-tha sot oﬁjactivas, review of
f@sults of* the pﬂogram,lahd the evaluatlon commlttes or affiéera.
Without dafinite-aaal# of attaloment, the program hes no ._
| divacting*f&réa towsrd affliclency émd the teus results of the

program willl rewaln unknown,
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The result~review sapect of the evaluastlon process
méy be immediate or longeterm, Immedliate results involve
presant problems; whlle long-term results may be only partially
accomplished at a given time, though they bring the total
program ever closer to I1ts objectives. This evaluation reveals
Juet how much added effort will be necassary to resch the
predetermined goels.

Ths coimseling prmgram may be checked for results by
elther the chief gounselor; the personnel director, or a

management-worker commlttee. Sounselors should ¢heck thelr own

E';
i

individuel psrfornance &lsc,

The svaluation process Ehomld he a stapubynstep roview

- of the entire program. Aay Ltems that were brought out as

h@iﬁg deficlent in sarlier evaluations must be checked as to
improvements Evaluation éhoalaAinaluﬁa the determination ol
apprapri&te amtioﬂ in general situstions. It should be daeided
as to how the over-all prcgram has helpad mau&gament, and how
particular spunseling serviaes hava glded workava» o

7 Worker reactiocn to the aounbaling servicge might not
be prasant'in smffiﬁiaﬁt §olumé‘te ba.arreiiablg gege for
maésuring:th@ quaiity of tha'pfégram?. Definite weans must be
usad to obtain valid'werker réaﬁﬁions¢  The company naWﬂpap@f
might rﬁﬁ.a.qu@atiannaire on tha'éubjeat, Other means shauiﬁ
be empldyeé to gpet the werkers to liat thelr aﬁaluatiansa A
third method Ekat might be ussed to obtain worker reaction would

be the use of the plant suggestlon box system, ZEmployees!’
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suggestions can often help te improva couna&limg sarvices.
ﬂh@n,employaes’ plane are adcpted, it givas them the feeling
that they have a volce in plant actLVities. It is truly the
dynamlic, progressive maﬂagemant that reelizes the Tull velus

of the minds of its workers.
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CHAPTER V

COUHSELOR FUNCTIONS AND QUALIFICATIONS

ip.rsc@nt years the activiiies of the personnsl d&pgrt-
went have greatly increassed; and the counseling service is
intended to lessgen the hurden in certain phases of industrisl
relations, The dutles of the counselors in different establish-
ments vary grestly. It is diffileult to give a pgeneral definition
as to apécifiu dﬁties éf counselors., However, the following
passages will present the different ﬁsp@ats of industrial
'relations that may be handled'bﬁ'th@ counseling program (though
eertaln companies ahow e?id&ncé'of the use of only a few of
theae fﬁncticna in counseling).

The avallablillity of well-qualified persons fo become
caunéalors is a consideration ef graat;impbrtanea. There 13
né.distiﬁct poel from which to.éalact treined emplayaé Goune
selers, an& ﬁhﬁrefcﬁa, gecuring new counselors is a aifficult
tesk, Just as the functions of the counselors are dlfferent
as deflined hy different companiéé; so‘tha qualifications faf
saﬁnaalmrs vary from plent te plant. Thus, the diseussion of
counselor qualifications must be an eveluation of majority

practice,
I, COUNSELOR FUNCTIONS

The duties of the counsslor d@pendrlarg@ly upon the

objectives of the speeific program., A primary functlon would

78
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be the offering of a high-type eansul%ing service to all
plant personnel, This would includs help in the solving of
employee personsl and flnanelal problems; and the providing
of a place for workers to g@ﬁ things "off thelr chests."”

In addition, executives wouid,canfa?_with counsslors on pers-
sonnel problems.

The counselor's duties might also inelude the maine
tenanece of a reliable information service for both worker and
managameﬁﬁ noeds In such fields as: wage payment plaus, payroll
deductions, legal services, recrestlen, loans, and medical
care, The supervisors would find t@a counsslors of valuable
asslstance in hu@an relations problﬁm&i “uch ald to supervision
would be_iﬁduetiﬁg snd orienting Waﬁk@?s, gliminating worker
irritatiohs, follow~up on the new workers, asslistlag with
d&séiplinapy problems, assisting iﬁ job sdjustwent problems,
handling trangfers, handling requests Tor lesves of asbssnce,
snd assisting supsrvisors to overcome peracnal weskneases,

Counsolors could bs of dﬁfinite aid to the paraenﬁel

dirsctor in_spaéi&l agsignuenta. _Theﬁa gpeclal asslgnments.

: might be: condueting specinl interviews, egﬁdgating supervisory

senferaneas} contacting eommuﬁity agencles, initiating‘commuﬁity
programs to mest worker needs, investigating recomsended dls-
charges, and discovering potential supervisory material,

Certain services mlight be offéred to the worker by the
eounssling staff, They could consist 6?: medical appointments,

legal services, child care, housing probleswms, postal service,
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hyoma nﬁr&ing; measéng@r service, community cenﬁacts,:training
facllities, and heslth programs..

In smeller organizations thé dutles of the the coun=
selor may not havse been d@fimed'befora-his employment, . One
of nils first enﬁaa#arﬁ, therafors, may be the analyzlng,
listiang, and presenting for the approval of management, the
activities he finds %o be justifisd as his rasponai&ility;
8killed counselors have asctually functioned as assistant aepart4
meﬂt.heéas, aasisténi supervisoprs, weslfare workers, euployment
managers; personnsel directors, and financial experts ln asdditlion

to their counsellng duties., These secondury tasks wust not be

allowed Lo overshadow the prime responslbilitlies of the couns .

selorty positlon, To this end, some companies allow their
counseling staffs to operate only in the counseling espaclty,
with no other responsiblilitiss to burden theu. |

It 1is lmportant that the eounselor be aa@uéint@d with
all keyiindi?iduals in the organization. Every person in the
plant must have a clser understanding of the functions of the
counseling sorvice. The Yest wethod of launching the counseling
program seems to be the holding of dlscusslon meetings for tha
speclflc purpose of clarlfyling the exact relatlonshlps betwsen
the svounselon, tn@-m&nagam@nt, middle management, and the
gemployess.,

The counselor is zctuslly = ?apﬁ&égntative ef bop
wanagement in the Interpreting of company policles and rulsa,

He should be able to maks recommendabtions, supggest setivities,
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and eatablish standards Qf'attaiﬁmént 1n ‘the fleld. of humen
‘relations, . Tha,counseimr-halps manag@memt by interpreting
company palieies in avarymday'lan&uaga Top the workers, The
foremen are ofben given assistanae In the ssme way. -4 goodly
portion of this assistence can h@.givan when the counselor is
making his rounds on the production fleaf,' Slnce counseling
15 @ staff function, 1% has no authority in the line organlza~
tion of the firm, The counselor's job 18 sctually helping |
others to help theouselves.

ALY ccuﬁ&eling program services should help management
by ilmproving per&enmei rala%ioﬁﬂhips. Tﬁé»dagrae to which
-@mylby@es-aaﬁapt or réjeet the services of the couaselor may
be fslt by management direcitly in the quantity and quallty of
the plant s productive output. '

- The company inductlion process is about the best device
toward facilitating the future adjustment of the wbrk&rtl This
- process should aonsiét of W@llﬁgiénned,stéms by which the coun-
.selar easas the transltion of the umpWayea fr&m his form@r
situation to. his new place of bmplaymen%. The first stap in
the induection process 1s that of planning, ALl phases of
iﬁdﬁctioﬁ.must be planned in ovder that bthe process will funce

tion smoothily, and net be open-tb unnecessary doelays,  Next,

lTh;& view of the induction process as & part of the counmw
selor's functions 1la more completely expressed in Imployes
Counseling, by Helen Baker, page 20. Princoton Jn{varﬁgﬁy
Department of leonomics and Soelal Institutions, Industrisl
Relationa Sectlion, Princeton Universlty Press, 1944.
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the explainiﬁg of tha_ovar@all pp1icias'of‘th@ plant should be
done carefully. Illustrated booklets are often of tremendous
help in fgrthering this goal., After the policy e¢xplenatlon,
tha.counselér attempts to convinaé the smployee of the advantages
of-@orking for this speclflc company. A tour of the physieal
facilitiéa of the plent would now ocour, fhis procedure glves
the new smployes an.idealof now his Job fits into the whole
production scheme., He should be informed of the steps of advaéce-
maét apeﬁ o him, |

| After the tour of the plant, the counselor sﬁmulé show
the worker to bils work area &ﬁd.axplain to him how thle parti-
sular part ol the plant operastes, Next, the worker should be

introduced to the {'oreman; auyerviser, medlcal depariment,

- payroll division, personnsl deparitment, and obher p&vties'that

he must contact prler to starting to work. The worker then
must be informed as to whom he is %esponsible and the extaﬁt of
the auéhority'af nis 3up$éviaer,

. The counselor should check ﬁp'on_each worker within &
specified time to determine his reactions after having actually
warked at the job.  Follow-up interviews should be institubted
for just this purpose., Thls flret follow-up interview may
revesl some of the inner drivas that result in certaln ouiﬁavd
behavior. Intapﬁiewing has proven to be effective ian uncoverlag
these urges mnd motivee, _

Speclfically, lantervliewing ls sWiployed for several

rgasons, They are: to g@trinfcrmatién,'to give informatlon, .
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to edjust compleints, to observe the employse, and Lo sstablish
friendly relationships. Some %ary important factors involved
in Interviewing are: diplomacy, tact, courtesy, wisdom, and.
understanding. Murther explenation of interviewing is mede in
other chapters. _ |

The counselor may create groater employee satlsfaction
and enthuslasm by showing him the imyertaﬁca of his job in the
organization, Hach person 1likes o feel that he is especially
valuable, ‘Warkaré are entitled teo tresbtment asg individuals,

In some ceses whoen mlnor wmaladjustments are dlscovered, the
sause for the fallure to vecome adjusted may give help as to
“oorrectlve actlon that wlll prevent a recurrensce of thls par£i~
sular type of maladjustment,

Supervisors may regulre the assistance of counselors in
: ﬁarfying-through preventlve measures, If continued complainbs
sbout certein working conditions in the plant come to the attene
tion of the caunsalar; the particular supervisor involved should
be_approéched'so that plans can be worked out to allevlate the
conditlons responsible, Sometinmes basle company poliey 1s at
fault. .Tha sounselor is in a better position than the superm-
?1sef'té.racwmm$nd changaalin these policles. In ﬁifuations
where & supervisor is invelved, he ahéuid'have the opportunlity
to rectify the situation himself. If he is unable to make the
necessary adjustment, bils Immediate superlor should be approached
by the counselors 4 cleapr understanding of the 9rganizational

aprangement of the plant by the counseler is essential.
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Supervlisors ordinarily handle the production problems
of the smployses: but.problams often srlse about which theA‘
ampervisof has Littls or no ;mférmation. The counselor should
be sble to answer the guestlons that the sup@rviéof cannob.

If the counselor does nob have the anawers Lo guestlions, he is

in a posibion to find them qulckly. The amunSaling*p?ogrmn is

funetloning idsally whea the supervisors seck ald on worker's

problems éutsida the fileld of production., If problems of a
production nature are brought to the sounsslor by the worker,

e referral back to the supervisor ghould be made,s Then &
Ffollow-up shounld be instituted to make certaln the problem has
- been golved; by the supervisor, to the worker!s satiaslectlion,

Wnenever posalble, the counselor should make Interview
appolntuents with workers that plan to leave the employ of the
company. Supervisors must lacilitate this action, since they
are the first to be told of a planned severancs. The intervisw
mast be held as mwuch in advance of the planned leaving date as
posalble, .Th@ worker will seldom changes his mind if the ilntepw
view takes place on thé Fiaal dey of work. It is cfben very
diffloult te discover the real resson for & worker gquiting.

Thus, the degree of Ltruth revesled to the counselor shows Just
how mueh confidsnce in the counselor has been generated during
his employ with this firm,  Lxlt interviews can be of gresat
value not only in the slight reduction in labor bturnover, bub
plso in the bringing to Light of conditions of which managoment

lg unaware., Factors causing workers to leave the company would
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inalud@'impreper lighting, poor ventiletion, and poor pay.
Sometimes a worker feels that his job does not reguire his best

sfforts, Thils can often be racfifiéé-by ssalpoment to other

work. The presence of inadequate supervision is brought gt

in the ép&n by the exit interview, on ocecaslon., In this case,
the ceounselor 1s in a good position to Initiste human relations
training for the supervisors to overcoms the undesivable de-
ficlencles. Decreased labor turpover ils desirable, not only
for the lesser induction and tralning éxpenses involved, but
also becsuse new persennel will be diffloult to sequire 1 a
tight labor market sxists,

| There are certaln aspécta of his work that the counselow
must always keep foremost Iin his mind. He must assuwme roubtine
responsibllities, such as checklng time cards and prodaction
reports, only to the extent thaﬁ such action will belp to solve
apécific parsonnal prﬂblams.. In bhis reports the counselor must
be imp@fﬁﬂn&l {not mention names) when presenting trends or
tendanclea, These reports must ﬁet.aarry axsggerations, The
counselorls efforts wmust always strengthen the supervisoris
authority, never wesken 1t, Hé_must not act himself, but mash
sgalst the supervisor in determining what action to take.
Proper channsels of authorlty must be followsd, The counselor
must not argue wlth the supervisor; merely present a view~péinta
He must not malntaln an attitude of extreme sonfidence in his
decisiona; but be opon minded and wllling to change his con-

cluslone on the basis of sulflclsat grounds,
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Detalled discussion of oonditiona too early in the
breaking»in periocd might frighten the worker. Converaely,'an
interview that is glven too lata'in the breaking-in period will
be of little value, since the ﬁbbker?é'attitudes are already
firmly aét&bliah&d, As there_ara.no apacific means to measure
the degree of worker adjustmeﬂﬁ, cartaln elements must be
discussed wlith the supervisor. Thsse elements of discussion
are: sultabllity cof the Job, personallty tralts, progress to
dates, and future plans of the worker, Tha\anawera to these and
other questions help to inform the counsgelor as to the extent
of thé employes 's adjustment. In order té interpret the data,
the counselor ﬁust be fully scquainted with the plant and the
duties of the supérvisory staffl.

Rumors and gossip tend tn'd@creaaa'tha.proﬂuctiva eutgut
of the plant.a The counsslor holds an ldeal position for
bringing out this fact at superviscry meetlngs. Foremen can
help to counteract untrue stories when they are glven thée facbs
by menasgement, Foremen themselves must be well adapted %o their
jobs so thet they will aot foster the spreading ol rumors, The
soungelor should furnish oaly informetion for whilch he hes a
valid basls, When mistakes evolve they must be admitted pather
than allowed to pass by and supposedly bé forgotten.

The systematlzing of the sctual techniques of counseling

leading to occupational adjustment is an important consideration,

QBrown and HMeyer, Morale In Industry ag Seen by a Heurow
gaychiatviat (Chiecago: Industrial Welfare Department, Zurich

nsursance Companleas, 1944) page 8.
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The counselor may facillvate empleyee adjustment by the use of
sevaral methods. IHe alﬁrifies plént policies and Interpreis
the employee’é reactions to these policles, He prowotss a
good-will attitude on the part of management toward lits omployees.,
He prowctes methods of redueing worker fatlgue, and supgests to
managameﬁt ways to bulld higher worker morale, The counaslor
can outline definite plans for & better relationshlp between
workers and supsrvisors. He can help sllminate lrregnlar attend-
ance., He can suggest changes of certain condltions that ere
slowing production, and facilitate lwprovements ln heabting,
lighting, and other aspects of Wt}rlr;i-ng conditions, In additien
to the foregoelng the sounselor aust keep managewent luformed as
to his progress by the maintenance ol adequate pecords and the
presenting of perioedic progress reports, Besldes the counselor's
re&pdnsiﬁility in relation to the worker 's job adjustment, he
mast atﬁampt to determine and alleviate problems caused by forces
sutside the plant that affect the worker's individual output.

The cmumseiar can be of great asslstance to other departe
ments in the plant, Complete cooperatlon wlth other depariments
1s sssential for the optimam value for the company of the coune
~selor's serviees, The counselor is In a good posltion to be of
help in the safety program, since he is“iﬁ’élasa sontact with
smployges, both at his ofiflce and at thelr wrk place, DBscause
employee attlitudes are more apt to bhe known by the counselor,
he can help ﬁhé_%rginiﬁg department to present their progren in

& Tashlon that 1s wmore aecoepiable tc the workers. In some caees
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the counselor may be asked by this departwent to determine
employee attitudes on a perticular aspect of thelr program,
before changes dre instliuted. 7 | ,

Other related activities atiribublog to the counselory
besides his prime functlons, aréﬁth@ interpretation of date
congerning trends, ths méimtenaﬁaé‘pf'adaquate.recmrds, tho
pr@éanting of periodic reports to management, and the serving
as a representative of management. The counselor may be asked

by management bo make predictions or discover trends in workepr

demands, lebor turnover, and employee dlssatlsfactlonsz. As a-

basis for this analysis, the céuﬂaélﬁr would use departmenbal
files and personnel reporis, coﬁf@@ence and supervizory reports,
end individusl records and interview records, The records
malnteined by counselors should not duplicate those kept olsew
where in the company.

 Tha?a‘ar®'ﬁw0 types of reports to mansgement that should
b@'ma&é;' One would be 8 routine report taken from the files.
that are kept in tﬁ@'ﬁapartmaﬁt‘ The asecond type of report.
ﬂhauld present eapditions in the plant that ave wrong and need
aurraéting;-*ln“&dditiom to reporting to management, the couns
selor will probably often be called upon bto speak at meetings
gs 4 representative of manag@ﬁent. 'Th&rafor@, he wmust be come
pl@t@lﬁ informed by management as to the extent that his dutles
and the company!s policies may be dﬁvulgéd.

Begldes undersbanding ths sclence of couwnmeling, the

counselor must be versed in other respectes YHe must have s
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thorough understanding of the plant and lts products,., He must
know the community in which the plany is losated, so that he
will have additional insight es to outplant problems., Ue
should be aware of the laws.affaeting worker weifare, and the .
rights of the mansgement and of the worksrs. To adequately
ald workers, he must understand the job opportunlties of the

conpany, boo.
TI. COUNSELOR QUALIFICATICGNS

Good cmunsmliag‘hegins with bthe employment of well-

- gualified personnsl teo perform the function, It has been

found that the psrsonal adjustment and adapitablillity of the coune
selor 1s wmore important to the success of the cogns&lar than
sctusl educational Qualificaticms4s In any case, whatever the
bagkgrnumd of the potential counselor, he should have certaln
attributes to facilitate his success, These attributes are the
subject of this portion of the ahépt@r»

There arve ﬁhvae basiec qualificatlions that nmust be care-
fuliy evelunted by employers. They ars: objeetlvity, respect
fér'tha iméividuml, aﬂd self undersbanding. Objectivity would
inelude the cspacity for offering syapathy, a genulnely inta%est@d
attitude, snd complete undayaﬁaﬂéing, Pacause of his.reSPact
for ﬁhe Individual, the sounsselor weould trealt saen employes

with appropriate consideratlon snd as a separate entity,

EE_ M. Bowler, Counseling dmployees (New York: Pmenticaw

Hall, Inc., 1948) Chapter XVIiil.
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distinet from his work group. Unless the counselor knows hls
own limitatlons and attempts to remedy them, he cannot thoroughly
&uéc@ed with hié'job. | | -
| The qualifications of ﬁhe_good counselor lnclude certain
personal tralts that ér@ a part.af the individual's parsonaiity
and cannot be acquired by pradtice. The counselor must possess

suffieiently mature judgment to distinguish immediately between

“rlght aand wrong, In addition to mature judgment, loglesl

rogsoning and good common gensse are necessary to optimum fulfillw
mant of his functions When reviewing aspplicants for couns‘aling
positions, it ls difficult to measure these thres attributes
aocurately, A review of the appllicant's prsvicus employment
experiences might help management in this evaluatlon,

The abllity te listen to the counseles without Interrupting
him 18 essential, If Iinterruptions are continuslly fortheoming,
the counseles will tend -to atop and let the counselor do most of
the talking, The counselor must retain the information that is
presented to him In the utmost confldence. Information that
dogs not help the employee should be forgotten.

Resourcefulness and reliability should definitely be
present In the counselor, in order that he may get the moat
results with that which he has to work, He should be quick %o
put Into operation the changes that are suggested by managsment.
There must be a cooperative spirit In velstlon to bobh thé CoOUL-
selor and the deparitmsnt, Only through the coopsrstlon of ell
ol the departments of the orgenization can maximum efficiency

rasult,
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On=the=-job experience is thé.bast method of improﬁihg |
the counselor's Insight Into employse problems. If the. coun-
gselor 1s hir@d_from outalde the plant whileh 1s oftern the csase,
he will havs to leasrn to gpesk end understand the language of
the industrial worker. Some companles have seen fit to put
the cman&eloﬁ to work at tﬁ@ production llans durlng his initigl
training. In this way he cbtains a [irst hand knowledge of the
work conditions and employese problems.

- If the counsslor possssses & pood sense of humor, 1t
will be easler for him to meset many of the diffleult situations
with which he will be confrontsd. Workers should never be made
the objeet of a jJjoke, nor offanéeé by dellberate sarcasm, though.
Obviéusly,‘humor is not appropriste under meny circumstances,

The counselor must be able to accept constructive
eriticism oven 1f 1t 18 not tactfully presented, Whers con-

structive criticism is glven, 1t must be thoroughly studied as

- to the vslue to be derived Irom 1ts use, Unless the worker has

been so conditloned as to want help, anything sald by the coun-
selor would be to little avail, \

Personal integrity ls an essentlal gquality of the
c;cmwlo‘r?spgsrscnality.= It is acquired through educatlion,
aggeciation, and conaperﬂticn,' Factore included 1n this asset
of personal integrity are: mental polse, emotlonal stmbility,
and just convictions, In additleon bto these, honesty, fairnssas,

impartiality, and ths following of rules of cuﬁduct at work and

glsewhere, sre ilmportant. All of these characterlstics are
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asssntial in the counseler becmusa his integrity must be at a
maximum to Instill emplmyee morale to a high level, Personal
integrity begets ths respect of tne wordars. This tralt, whgn
a part of the psrsonsalitles of both the counselors and the
supervisors, tends ito bulld loyelty in the mlnds of the employees.
Though thers is disagreement in different organizations

as to educatlonal qualifications, the college graduate is

ordinarlly preferred becsuse of the nature of counselor dutlss.

The person with a good sducational background is better equipped

to do more compreheusivse work 1n serving both the employees and

- menagement,

3ince the counselor repressnts management outside of
the ocompany, as well as inside, he must have & pleasing personsal
appaaranca and manner. He should have the abllity to adequatsly
express himsell at &ll times, In relation to counsselor qhalifi—
cations, Carl Hogers makesz the following observation:

Perhaps the first quallification for & counselor ls
that he should be a person who is sensitive to human relation-
ships. This ls a quallty which 1s difficult to define satis-
factorlly but which 1s evident in almost any soclial situstion.
The person who 1s quite obbuse to the reactlons of others....
cssss Who doas not sense the hostility or friendliness which
exists between hiwmselfl and others or bsiween two of his
acquaiatannas is not llkely to hecome a satisfactory coute
salor,

In addition to the aforementiocned general traits, a

number of more gpecific atiributes are deslrsble, The counselor

must be able to galn the trust of the worksrs and insplre them

4
Carl H. Rogers, Counselliap anﬁ Paychotherapy (Boston:
Houghton-Mif{lin Company, L9482 page 254
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to confidence In themselves. - He should be sincere and loyal to
the company.and have above-average initietive. He must be above-
a%erage in intelligence, and have a friendly ettltude and a

genulne interest in people., The counselor should have a sense

‘of purpose and direction, and s high degree of patience in the

accompliabment of ths set geoals. Bseause of the many demands
of his position, he should possess organizational ability. He
must maintaln s co-operative attltuds togethier with trust-
worthyness and open-mindédness; btoo. - |

Organizatlons can obbain theit counselors from a number
g N

‘bf seurces, Within the company, counseloers may be found by the

checking ol the reecords of pfssent gmployees, observing employess
at work, the holding of & conference of dapartmaﬂt heads, and

tﬁa gtudy of the applications of the persons spplying for.wgrk
at:th@ sompany at that time. Counselors may be obbtained outside
thé‘aempany-fram colleges, United $tates Clvil Service,; state

employment ssrvices, and lliterature of the counseling field.



CEAPTER VI-
SUMMARY AND CONCLUSIONS
1. SUMMARY

When an enterprise dscides to insugurate a counseling

'prégram, 1t must decide which basic counsgeling concept will be

used, The approaches that may bs employed consist of: the

Tralt-and~Factor«Centered Apprbaah, the Communications Approach;

. the Self«Theory Appréaeh, the Psychoanalytical Approach, and the

Neebehaviarél Approach, The Trait~end-Factor«Centersd Approach
is fﬁgﬁd@d on the ldea that a counselest!s behavior cém be
maésured In relatlon to otheﬁ ¢ounselees? behavior, and that
stanﬁarﬂ courses of action can be instltuted hy the counsslor
ﬁpon classification of'th@ aﬁeoific problem, This approach
provides high cmmmumicaﬁility and comparability,.buf givas né
indiéation of ﬁhy the‘couna¢lea agts és he do@&.. |

.‘I'iw i’fammanicatians Approach is concerned with the détex‘u
mination of interview techniques as the method of aghlsving the
best results in counseling. The dlsadvantags inherent in thils
approach is that there is no relationshlip between the interview
and external mabtters or counselee behavior prior to counseling.
The Salf-Theory‘Apgvaaeh involves the idéa thet counsslees are
gapable of golving théir own problews without the specilic
&irecting by the counselor, Tha oounselor's job consgists of
belng a good llstener, and not the selving the problem for the

eaunselaei The classification of employees as to behavior

04
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patﬁarns is fréﬁn@d-upon, since such aetlon would prejudics
the view of the counselor in the conslderation of the counselee
Aas an individual,
The Ps yshaanalytiael Approach involves the conaideratiom
of counselees in reapect to thelr emotions. The major cause
of problems under this éppreach is fearful‘emétioﬁal gxperiences
that occured aaélier in lifé aad wers repressed. The counsslor's
workAcansists of brihging ahout the reliving of such éarly
expariencés, so-ﬁhat tﬁe emotional‘rapresaion is relievad and
aajustmeﬁt to the presenﬁ e@viranment is made possibla.‘

- The baslce idsa;umdéglying the Neobahavioral Approach 1a
that the counsslee has laavned his behavicr patterns, and that
thess patterns may be madlfﬁeﬁ by counselor action, It Is
suppaseﬂ that the coumseleaéfeﬁaina certaln maladjustive res-
ponsss durlng the l@aﬁﬁing.éroceas that tend toward later 8elfile
punishment . Whan the punia@ﬁent.staga.is approached, aﬁxiety
sltuatlong will develop te gamper-the prmblemmsélving el lorts

£ the counselee. ‘The ceunéelor h&lps the eéﬁma%lea to fesl
comfortaole and aeaepted, 80 that the aaxiaty is reduced and
the reprasaed material is rala&sed. |

The flve appraachaa tc counaaling each may be classifiad

as directive or nonwdifactiva.WQén they are actually applied
to the counseling lnterview., The Self-Theory Approsch is the
| only approach of the Ffilve that employs the nun;diractlve tech-
nique In practicel application. In dirsntiva counseling the

counselor selecks the goal and then directs the counselee's
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efforts to attain that goal. The noﬁugireetive concept places
nigher value on the vight of psypholagiéél indéﬁendenﬁe of the
indilvidual to solve hls cwn prdblemé;ffThe directive counsslor
as8ks very &pecific gquestions of t&e counselee and retalns the
Initiative during the entire intéfview. The non-directive
eounsslor merely llstens to what ths counselee has teo say and
gnceourages him to do &ll ef the talking. Thus, the counselee
is encouragzed to think out his owﬁ'prmblem and rsach his own
conclusions,

Bven though an orgenization makes no conscious effert
to allign 1ts counseling program under ong of the aforementloned
concepts, the program can easily be catrloged undsr one of the
approsches and also ag te whether the Intervisws are directive
or nonw-directive in nature., Only after concrete counseliag
ppproasches and objeotivés have been determined, should the
"gebtusl operatlionel procedurcs be iastitﬁted.

Jounseling programs wey very in scops snd mey entall _
different wmethods of practieal spplication in different concerns.
T™he Wesgtern Blectrle Company set up & separabe deperimant that
had nothing to do with-employeé selection or induction. They
use the nonedirsctive method of inteﬂviewing, and actual records
or case historisz are nobt waintained., A cowpany psychlairist
is noﬁ-employed, and the counsslors themselves do not nesd to
be psychologlste, Th@‘counsalar's job 1s mainly that of an
sxperisnced listener, BHvalustion of %h@'prmgram is accompllshed

by the consultation with suporvisors,.
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The Caterpiller Tractor Gompany c9unaal1ng program 1s
organized as p&?ﬁ of its industrisl mediesl program. Complete
cage history records are maintainedgléﬁd a definite evaluation
cf'thg‘ﬁrogram is pericdlecally wede from these records. The
counselors wust be qualified psychologlats, and they use the
directlive wethod of interviewlng.

The counseling program of the R. H. Macy Depariment
Store is focused on the "problem" smployee, Psyehlatrists are
smployed by the company to snalyze these employses end treat
them, The initial duty of the counselor is the sslesction of
new personnel, rabher than counseling these ewployess later as
they become unadjusted, Hmwaver, this later sounsellng fellow-
wp ia carrled on, too. COounselors are required to be guallifled
paychologists, and sre requirsd to keep extenslive euployee
records, The directive ccuﬂséling techmique 1z employed In the
interviewinp process, Periodic svalusationa of the program are
accomplished melnly by the stuﬁy.mf sage hilstories, ste.

The cag Ridge coungellng program is different from these.
other programs malnly because of the uanlque nature of the Cak
Ridge Project 1tself. In certalin private enterprises where the
community le supporied by the concern and the community consists
mainly of this plant's employees, a.similaﬁ program might be
feasible, The Oak Ridge plan consists of tures phsses: hospital
gervice for the menitally 1ll, a communlty serviee of ehild
guldance and fawmily counseling, and en in-plant counszelling ser-

vlce for'employe@a for early detection of maladjustment, The
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unique feature of this plan 1s the close coordination bstween
community counseling and plant-aeunseli@g,‘ Directive cowmseling
is employéd in both ceses,. o

These prograws are raprésantative g8 to the ﬁﬁﬂiety af
methods of applylag counsellng to prectical operation thaﬁ.ﬁay
be smployed. In other conearns there will be overlappage of
principies snd systems,

The reason for the use of any type of employes counseling
service ls inecreased profits Crom hlgher worker productivity
brought about by higher worker adjustment and morale. Workers
may be classified az adjusted, unedjusted, and maladjusted.
Worker problems that lead to unadjustment and waladjustment
méy be considered éa slther in-plant or cut-plant problems.
Thers sre thres digtinet types of counssllag that an employee
wmay use: prlvateer, trained péyéhiatrist,-and personnel coun=
sslor. Co-ordination, consultation, and confabulation are the
categorical divisions of the counseling function.

In iIntroducing counseling te & plant; weetings should
be held with the supervisory staflff to explalin to them the objecw=
tivés of the new prégram and the functiouns of the counseling
staff. The counselling service requires very little space at
the cantral effice snd at the production-1line Interview bocth.
In addltion Yo the smployeesn, top mansgemeant and middle manage-
ment are served by the eounselors.  Progress reporks should be
presented to mansgement parimdiaallym"

In lerge orgenizatlons a chiefl counselor should be

appolnted to allevliate the personnel director's burden. The
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chief coun&eiov*s power in relatlon ﬁ@ the seleection of
additional counselors should be at least recommendatory in nature,
e should obtain Information on communlty rescurces, and maine-
tain coeoperatlve arrangements with other agencles. The.ohisefl
counselor's duties includé the inductlion and tralning of all
Hew coungelors.

| Whan.the-noansaling program lg firat set up, goals ol
sttainment must be declded upon. Actusl schlevements should
be compared with the obJectives, perlodically, to determine the
progress occuring, The three main conglderations in the evalua=
tion of a counseling ppogram.araz the set. objestives, review of
the results of the program, and the evaluation commitﬁaag The
evaluetlon process should be & step-bye-step review of the enbire
program, Worker resasction bo the counseling service may not be
present in sufficient volume to be a rellable gage for measuring
the quality of the program, An employee suggestion box systemw
can be of service in relaetion to this lack of knowledge of
worker sentiment,

The prlmary duty of the counselor iz the offebing of a
congulting service to both employees snd mansgement. The
nmalntenance of & relisble information service 1s also Important.
- Counselors can be of definlte sld to the persennel director in
spaclal assignmenta, Speeisl services might be offered to the
employees, teo, Theéese mipght Includes legal servlces, child
care, housing problems, eie.

The counseling department may handle the Induection process

as & means of laclllitating the future adjustument of workers.
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'Also; the interviewing of workers before they leave the employ
of the company,‘after giving thelr notice‘of‘intent, sometimes
can decreaso.labor turnover. The counselor holds an ideal
positlion to stop plant rumors that tend to Instill low morale.

The counselor clarifies plent pollcies end Interprets
the employees! reactions to these policiles. He-promotes.a
good-wlll attitude on the part of management toward 1lts employess.
He can suggest changes of certain conditions that are‘alowing
production. |

& counselor must have an'understanding of the scilence
of counseling, the particular plant and 1lts product, and the
community in which the plant is located., He should be aware
of the laws affecting worker Wolfaro, and the job,opporounities
in his specifile compény.

The educational qualifications of counselors required
by-difforent'companies vary, though a college degree is ordinarily
specified., The other qualifications of counselors receive more
agreement from various concerns, The counselor should be objective,“
havo\roSpect for the individusal, and have self understanding., He
should have maturo judgment, logical reasoning, good common sense,
resourcefulness, and reliabili;y.

. It 1s desirable that the counselor possess a good sense'
 of humor. He should be able to accept constructiveooritioism,
and tactfully give 1t. ©Personal integrity ls en essentisl quality
of the counselor's make—uo. Sinoe:tho couriselor represents

menagement, he must have a pleasing personal appearance and manner,
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Grganizﬁtieﬂs can obtain thelr counsslors from & number
of sources, both inside the company and ountside, Counselors
wmay  be picked‘from*insid@‘the_eompany by tha-ehecking'of'para,
sonnsl records and other means, Outside sources include ccll@geéé
Unlited Stetes Civil Service, stété emplaymantrservieas, and

litevatbure of the couwnseling Ilield.

It:1s evident that the interview is the primary device

avallable to counselors for employese gontact: On-thewjob

_r@latianshipsumust be consldered as purely sscondary. The

Interviews must occur during regular working hours, In ordsr

that employses will reeeive thelr regular pay. There is variance
of opinlon g8 to whether directive or non-directive Interview
taahﬁiqa@s should be uzed, There are differing views as to the
smount of records that nszd to be malntalned.  The wmethods of
évaluatimg counseling programs fﬁnga from polling the supervisors
to a thvromgh porusal of cass histories. Evaluatlon cannot be
agcomplished accurately by the consideratlion of ghanges in

plant oubtput (unless possibly over an extended period). ﬂiac,
top management way b@'complaﬁaly:unaware of the beneficlal
effects of a counssling program'b@eaus@»ef tiie distancs bstwsen
top managensnt and the labaf force

The arsa, in the plant, nseded for counseling is small

wnd would not work = hardship on the cowpeay introducing the

counseling ssrvice, There 1ls very d@fimita'@xpaﬁae,,ﬁhough, in
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raelation %o thaiaalarias'gf the counselors and the time lost
by smployses while-being‘interviaﬁ@d.- Before inaupgurating the
service, management would,nead'to-deﬁarmine whether these
axpenses WGﬁld be offget by the decrease in turnover end higher
employee worale {which means deﬁréaaé@ accldents and deoreased
ahegentselsm, 6te.). This-imtgngibility obviocusly will deter
many sompanles from the decislon 'to inttisate the program, At
the present time, the "wait end ses" abtitude is provalent In
industrys If the caﬁcﬁrné with astlve. counseling programs ssen
’ to be auceessful to & hi@h&f dogree than thosé concerns lacking
the progrsm, bthe trend wili-b@-ﬁoward more uanlversal. employment
of eounseling in industry. To be surs, there was. a tromendous
increase of gounseling in Indastry during the Second World War.,
This was maloly possibls because of lack of emphasis on the cost
fastor in production. The demand for goods was high and the
pricss recsived were also high,

Since the Seocond World War, counsellng has had to prove
itsell on a cost basis, Ita value is shown by the slowly
inersaging use of covnseling afber the reconverslion be peace-
time setivities. As shown by the longevity of the counseling
programs of several concerns msntioned in:this atudy$ once &
counseling program is Insugurated in a cowpany, 1t iz seldom.
dropped, Thils faect 18 Srus because the attitude of management
muﬁf be very progressive to instituts the program In the flrst
plece, With management wholehesrtedly behind the program, its

chances of fallure ave greatly diminlshed. Also, slnee the
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procedurs might he considered a radiesl ﬁepartﬁre from estab-
'1ishéd compeny polleies, a cousiderable amount of prslimiﬁary
ressarch will undoubtedly have veen don%} |

The workers themselves must be in favor of the new
sbrvice for 1t to be a succssg., Hueh worker indoctrinatlon must
be carried on priocr to the puftiﬁg of the oounseling prsgram'
into operation. They must be informed as to why the progran is
being instituted and how it will actually be of benefit o them,
The concurrence of orgenized labor 1s, ol courss, essentizl to
the success of the program. In fact, a vsry close coordination
with union sebtivitles i1s very imporbtant,

The lack of standardization in Indestrlal counseling ls
a feature that tends to make concerns psluctant to consider the
adoption of counselling., When standardization is not present in
an endeavor, people ecnsiﬁér it in the reslm of the new and
untried., Many ccmpsnles often find it advantageous to let the
other compsny shoulder the sxpenses of trylag the new ldsa, and
then to "ecash in™ 4f thé procedure proves te be of value.
Decauss of the intangible nature of the results of counseling,
it is difficult to determine which practisal appllication of
counseling 1s producing the hest reéulbs,

Certain factors limit the practicability ¢f intreoducing
a counseling service into a particular concern. Counseling
woulé not be practicel la some indusirles because of the very
nature of the industry itself, BSuch instences might ineclude

types of work where workers cannot lesve thelr jobs during
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working hours, or where'th@_ampléy@es aré located at greatl&is-
tances from each other, or whers work occﬁrs in nearly‘inacgessw
gbhle areas. . |

Another factor concernsd in bhe practicability of
employing counseling wounld be bthe slze of the Gompany and the
size of the actual work foree to be counseled. In ﬁhe small
esteblishment the funetions of the counselor cen be handlaa by
the personnel wmansger., Iﬁ the concern that employs gbout one
hundred persons, s counselor auul& be employed, but'it would
bé advissble to agsign other personnel depariment duties.to him
too. In firms employing thousands of production<floer workers,
gounselors sheuld be smpleyed that have no @esgénaibilities
other than the counseling function.

Besldes the pr@liminary research as to the methods to
be employed in counseling, declslons must be reached in velation
to the gualiflcatlons of the counselors and the sourees from
which they will be obtained. Salaries commensurate with the
position of the counselor must bs pald Lo Insure the obtaining
of men thaﬁ will fegilitats the sucesssful operation of the
connseling functlon, |

‘The trend in the employment of industrisl caunaaliﬁg
gan he diractly gonneecbed with economle activity trends, .Burimg
the'&ecend World War and the period since its termiﬁation, thers
hag oceurred "ersseping® imflation. Industrial counaeling has
ineressed in use during this perloed, At the pressnt time, this

country is on & plateau of sconomic sctivity without inflationary
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tendencles of a very expansive nature, Wew counsellng programs
are not apt to be Introduced now because of the umcertaiﬁty a8
to whether the future helds further inflation or a turan to
'd@flatimn and recession. Gounaéling'érmgram&'would have tvaublé
remalning active during & prolonged recassion of sconomic
acgivity; In such times businasémgn.will cut coets radlecally,
and expense iltems that show no tangible monetary value as io
prof;ta will be ¢liminated or radically reduced in scope. Therse
fore, the long run trend in géraanal deumaeling in industry 1s
towerd universal euployment in the large corporate enterprlissg,
subject to the contingency of periocdlic reversals due to fluctuas
tions downward in ths oyels of business activity.

Thla trend is meinly due to management's realization of
the connection of employee morale to plaat efficlency. Thus,
indirect profits can be attributed to the counselling program,
Plongering companles have lald the groundwork whilch simplifiss
the adaptatlon of counseling to new companies. Also, cowmpanies
with the counseling service are coming to have the competitive
advantage. %This is true not only in respesot to the plant
efficlency, but also conecerning a company's ability to hold
workers and obtaln new workers in a tight labor market., If
nothing elss; a @articular counseling program denotes Lo the

worker, an interest in him by msnagement,
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