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But I say to you that when you work you fulf4&
a part of eanth's {furthest dream, assigned Lo you
when that dream was boxn,

And {n keeping yourseld with Labour you are 4in
truth Loving Life,

And to Love Life through Labour 48 fo be intimate
with Life's immost secret.’
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Personnel Practices
A Heritage of People at Work

James W. Schredlen

But I say to you that when you work you fulf4il
a part of earth's furthest dream, assigned to you
when that dream was boian,

And in keeping yourself§ with Labour you are 4An
thuth Loving Life,

And to Love Life through Labour 48 to be intimate
with Life's inmost secnet.’

Amendicans in 1976 anre confronting many quedtions related
to the henitage 0§ the nation and the implications that hen-
<tage has forn. the future. One of these questions concenns
work, what it 48 and how it §4its into ocun Lives. In the
Colonial Peniod, one 0§ man's primarny concerns was the free-
dom to wonk, the freedom to stnike out on his own, with a
small plot of Land, with a small shop and a cragt, orn with
an ability to sell goods to othen settlens. 1t 4is Rittle
wonden that work has remained as an important gactor in Zhe
kiﬁeé and minds of Lthe Amernican People.

Pant of the explanation of work is the Protestant Ethic
which 45 used as fjustification for both the problems and
successes of the wornking world. Several authors have at-
trnibuted the success of the nation to the diligent, enthu-
siastic working habits of the early settlens.

The Protestant ethic, which 4is associated with
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Protestantism but held by citizens of all faiths, re-
infornces both opportunity and freedom. Those who hotd
the Protestant ethic believe that individualism, hard
work, and frugality are moral obligations in the use
of one's talents and that those who apply these Lideas
to nise to positions o4 Leadernship are properly serv-
ing socdety.?

One soo0n discovens that this interpretation o4 the Prot-
estant ethdic 44 not the only one available, norn would other
interpretations aghree with this genernal statement about the
value o4 work. Max Webern has emphasized the "neligious duty"
04 wornk.3? Studs Terkel, in a book about wornk, puts this in-
tenpretation of work in the penspective o4 a religious duty
and the difficulties percedved in today's world.

To earnn one's bread by the sweat of one's brow
Jhas always been the Lot of mankind. At Least, evex
since Eden's slothful couple was served with an evic-
tion notice. The scrniptural precept was never doubted,
not out Loud. No matter how demanding the task, no
matten how Lt dulls Zhe senses and breaks the spinit,
one must work. Or else.

Lately there has been a questioning of this "wonrk
ethic," especially by the young. Strangely encugh, it
has touched 04§ profound grievances in othens, hithento
devout, silent, and anonymous. Unexpected precincts
are being heand gfrom in a show of discontent.*

PERSONNEL
A majon part of the nation's attitudes towarnd work stems
grom the pensonnel practices which have originated and devel-

oped in the United States, gfrom early beginnings durning the
Colondial Pendiod, through the Indusirnial Revolution, and 4n
the automated, fast moving world of 1976. Pernsonnel, those
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activities which an organdization undentakes to select, train,
pay, and otherwise utilize theirn employees, has always been
an Ampontant subjfect and 48 now becoming more and more Ampohr-
tant as the basic value of work 45 being re-examined.

Forn most people, acceptable pernsonnel practices are
defined by the economic, social, political, and cultural
factons of the times. To Amenicans Ain 1976, these factonrs
degine:

a. A minimum wage based on a nationally defined
cost o4 Living.

b. Rigid Chifd Labor Laws.

c. Equal emplLoyment opportunity.

d. Formal trainding and educational programs,
often funded by the organization.

e. Five Day, Fornty Houn Weeks (on Less).

These pensonnel practices, however, are based on values
cheated by a dynamic society. They are values that justify

the pensonnel practices of 1976, not 1776. The conditions and

values of 1776 justified othern pensonnel practices, some 04
which cannot be fjustified today. With this in mind, Lt 44
possible to Look back on the early pensonnel policies of
Amenican industrny with angern, disbelief, and even some humon.

ORIGINS OF PERSONNEL
Pensonnel 48 not something which began in Amenica, nox

in what could generally be considered modean histony. Thene
{4 evidence of minimum wage rates and incentive pay systems
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in the Babylonian Code of Hammurabi around 1800 B.C. Man-
agement concepts Like span of control, Labor turnovern, and
ongandizational design were known to the Chinese in 1650 B.C.
and to Moses 4in about 1250 B.C. Many of the early pernsonnel
practices Ain the United States werne denived grom policies
operating An Europe; other policdes came about because of
reactions to these early policies.

While the eanly development of pernsonnel in the Colonies
was closely Linked to the individual, agricultural nature of
the country, severnal events did occur which indicate the
cournse that personnel would take as the country grew. 1In
1630, forn example, the PLymouth Colony and Massachusetts Bay
Colony passed maximum pay Laws.

In the Massachusetts Bay Colony, carpenters and
bricklayens were not allowed to accept over 48.6 cents
a day forn pay. 1§ their employer furnished them food
and drink, Zthe workmen could not accept overn 32 cents
a day for pay. 1In 1633, an act was passed that fixed
the gollowing rates for a day's work: "master" work-
men (building thades), 28 cents; masten tailorns, 24.3
cents; and "infernion" tailons, 16 cents.’

Wages duning this peniod were seldom paid with money.
In Vinginda 20 pounds of tobacco were worth 30¢ and considered
the going hate for construction workerns. Beavern skins, coan,
and wine wenrne also typical forams of payment.

Eanly in the period aftern the nrevolution, personnel

practices developed in much the same fashion as did the coun-
thy. As the nation sLowly moved from a predominatly aghi-
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cultural country o an industrial country, the typical prob-
Lems of Labor arose. Just ten years after the Declaration o4

Independence, printens in Philadelphia went on stnike to gain

a minimum wage of $6.00 pern week.

For the remainder of the country's industrial develop-
ment, wages Ln the countrhy were generally highen than 4in
Eunope. Laborn was scarce 4in the United States and many o
the people who came to this country came to garm, not %o
work 4n mines and early manufacturing plants. 1t took
systems of child and gfemale Labor, Aimmigrants and 4ndentured
sernvants, to stafg many of the early organizations. VYet,
competition forn Labor was stifg and the wages, while un-
believable in today's market, were considered above average
to the workens.

The Fond Moton Company began a profit-sharing plan 4in
1914 in which the minimum Lincome for a nine hour day was
62.5 cents, although wages could be as Low as 34 cents an
houn. The difference was progit-shaning although not atll
wornkens wene eligible for "the five-dollarn day."

It was clearly forneseen that $5 a day in the
hands of some men would work a tremendous handicap
along the paths of rnectitude and right Living and
would make them a menace to society.®

CHILD LABOR

In 1976, we Look back with angen and disgust at the wonrk-

ing conditions 4in eanly Amenica. 1t was not uncommen to have
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children, as young as four and five years old, working 4in
milLs forn eleven to fourteen houns per day. Robent Owens,
who 448 consdidered a fathen of many pernsonnel practices, de-
veloped many practices Ain Scoitland, which influenced the de-
velopment o4 pernsonnel in the United States. He set a mind-
mum age for employing children at 11 yearns. He shortened
thein workday grom 12 to 10 houns and Later abolished child
Labon completely. While these condifions seem thragic today,
therne was widespread opposition to the reforms which Owens
encouraged.

The clengy opposed his plan because they be-
Lieved that "the idle brain As the devil's workshop";
the businessmen, on the grounds that it was unfain
competition; the politicians, because Lt was contranry
to thein concept that the control of the cities re-
sided in their hands; and the parents, on the grounds
that thein income was deteamined by the numbern o4§
children they had and these policies decreased thein
wealth.’

SCIENTIFIC MANAGEMENT
A majorn nevolution was stanted in Amernica with the move

grom an agricultural socdety to the industrial form which
would take the country to Leadenship 4in the modern world.
The attitude toward work and the worker was affected by all
o4 the changes which occurnred during this perniod. While the
develLopment of standardized parts, the assembly Line, mass
production, and economies of scale all afgected the person-
nel practices durning thais Long period, none seems more Am-
portant than the work of Fredenick Taylor, the father of
Scientific Management. Taylorn's work centered on the design

54



of the job, but his work also considened the propern selec-
tion, and motivation of the workern. He believed that the
night man, the rnight tools, and the rnight design 55 the jfob
had to be combined Zo create efficient production systems.

He based his selection of workens on factons stiLL considerned
important today.

Qun f4inst step was the scientific selection of
the wonkman. 1In dealing with workmen under this type
of management, At 4is an inglexible rule to talk to
and deal with only one man at a time, since each wonrk-
man has his own special abilities and Limitations, and
since we are not dealing with men Lin masses, but are
thying to develop each individual man to his highest
state o0f epficiency and prosperdity. Oun ginst step
was to g4ind the proper workman to begin with. ...A
careful study was then made of each of these men.

We Looked up thein histony as far back as practicable
and thorough Anquiries were made as to the characten,
"habits, and the ambition of each of them.?®

Taylon believed in motivating men with money. While his
Ldeas may not seem completely justified today, money 4n the
eanly 20th centuny was a realistic and undenstandable moti-
vaton.

THE WELFARE MOVEMENT
With an eanly historny of the stnike, the organizations
which wene growding im this country soon attempted to find ways

to Lessen on eliminate the Aimpact of the unions. Several
people werne able to break unions by holding out on bringing
in othen wonkens, forcing the stnikens to come back on put-
ting them out of work. However, othen methods werne attempted;
in part to wand off the impact of the undions, 4in part be-
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cause 0§ the rnealization of the worken as a human beding.

Owens was Ainstrumental in the development of this move-
ment also. While he made major changes 4in the working habits
0f childrnen, he also built worker villages, health and sand-
tation facilities, and schools for children and workens.

This approach was often considered paternalism, a
frniendly, interested-in-the-pernsonal-concerns-of-the-worken
approach to management. Company towns, rechreation facili-
ties, and company stores spread. While some companiesd and
some towns in the United States today are s£iLL paternalisitic
An natunre, the approach died out because if was not a genudine
attitude on the parnt of many managers. While the outward
concenn was evident, it became more and more a way of Ltrying
to gain contrnol of the workens. Unlimited credit at Zhe
company storne may seem to be a benefit, but when unlimited
crnedit Leads to unlimited debt, the wonker no Longer has the
greedom to Leave for a betftenr job.

OTHER DEVELOPMENTS

In the history of the country, many othern events occurred
which shaped the pensonnel practices of the 1970's. 1In 1791,
canpentens in Philadelphia struck, unsuccessfully, gforn a ZLen
hourn day and overntime pay. 1In 1790, a profit-sharning plan

was orniginated forn a Pennsylvania glassworks. In 1890, the
finst "mental test" was used. EmplLoyment and training de-
partments began appearing in the early 1900's. Personnel,
while not stanted in Amendica, was 4fast becoming an important
concean. As the 1970's approached, management began taking
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a closen Look at human bedings as an integral part of the
production system, a part which requinrnes special undernstand-
ing, treatment, and motivation. The systems approach to
personnel began with the undenstanding of man's nature. But
the changing values of society have not Led the managens o4
the nation to a complete undenstanding of how fo employ men
and women Ain thein ornganizations. It is stilL the task of
the individual, the organization, and the government to
study, undenstand, and experniment with new personnel ftech-

niques.

AN EVALUATION :
Wonk and the practices of organizations toward the

wonrkens ane permanently inseparable. As the nation develops
new attitudes towand the nole of work in society, as Ameri-
cans ‘make demands that wornk be satisfying in Litself (not be-
cause work 45 a moral oblLigation), and as Zhe values of the
country change and develop, At is the nesponsdibility of per-
sonnel to develop procedunes and conditions which fostern
the new values of the Amerdican economy.

The work ethic in the nation 4is not declining, 4%t 44
changing. The new demands for relevancy, for fulfillment
through wonrk, and forn fob satisfaction are refreshing, chal-
Lenging, and important for the continued advancement o4
society.
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| dedicate this paper, decades later, to Herbert G. Zollitsch.
He inspired me, mentored me, served on my dissertation
committee, and became a trusted faculty colleague. As his
teaching assistant, | was honored to contribute to his “Wage
and Salary Administration” textbook.
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