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OUTLINE OP THESIS

* SUBJECT *

MODERN PERSONNEL POLICY AND ADMINISTRATION
AS ILLUSTRATED BY THE JORDAN MARSH COMPANY

OP BOSTON.

I. Definitions.

A. Periods contrasted.
a. Old 1911 - 1919.
b. Modern 1919 - 1923.

B. Personnel Administration.

II. The Issues are:

A. The modern policy obtains better results for
the company.

B. It obtains better results for the employees
or fellow-workers

.

C. It obtains better results for the public.

III. Outline of Personnel Work in Jordan Marsh Company
1911 - 1919.

A. Organization of Personnel Division,
a. Employment Division.

(a) Hiring and discharging done directly
by the Superintendent.

(b) Preliminary interviews and assistance
in selection of applicants by the
Assistant Superintendent.

(c) One woman who booked people hired and
checked references.

(d) One girl wrote for references.

(e) One woman followed individual sales.
Checked one-half of 1% Commission.
Kept a few records.

(f ) One man hired the Juniors.

(g) Assistant in hiring for large sales
from head of Educational Division.





(h) 1912 - Assistant Superintendent
did all hiring except Juniors;
Superintendent did more personnel
work.

(i) 1916 - Employment Department moved
from cramped quarters in Main
Store to Annex.

1. One woman hired women.
2. One man hired men.
3. One man hired Juniors.
4. One man on Quota work.

( j ) Later in 1916.

1. One woman hired women.
2. One man hired men and Quota also
3. One man as Employment Manager.

(k) Deficiencies in System.

1. Lack of well defined hiring
standards

.

2. Lack of job analysis.
3. Follow-up work on employees.
4. Absence of employees' records.
5. No systematic form of discipline
6. Inadequate sales efficiency

system.

Educational Department.

(a) Head of Educational Department did
most of teaching of store system.

Very limited time spent in this
instruction. One woman assis-
tant who did the clerical work
and some teaching.

(b) Deficiencies in System.

1. Lack of individual instruction,
in store system.

2. Limited time.
3. Absence of salesmanship courses.

Health Department.

(a) One Doctor each morning from 9 to 10 A.M.
(b) Two Nurses for full time.
(c) Small department of three small rooms.
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(d) Deficiencies.

1. Insufficient medical
attention.

2. No attempt at physical
examinations to determine
fitness for work.

3. Little confidence in
doctor.

4. Health Department too small
for needs.

5. Too little attention paid
to health and sanitary problems
of the store.

d. Personnel Service Division.

(a) One woman, head of department, did
social and welfare work.

(b) Deficiencies.

1. Work unorganized.
2. Real object of the work

did not reach the employees.

3. Sources of information for
work not suitable.

4. Insufficient equipment to
work with.

IV. Outline of Modern Personnel Work 1919 - 1923.

A. Personnel Organization.
a. Chart showing organization of whole

Personnel Division.

(a) Explanation of chart, showing
line of authority and responsi-
bility.

b. Employment Division.

(a) Job Analysis Chart.
(b) Evolution from the old Organization.

1. Personnel of Employment Division.
(1) Supervisors.
(2) Clericals.
(3) Master Record.
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(4) Quota & Bonus Section.

(c) Aims, Ideals and Standards of the
Employment Division.

1. Aim of Personnel Methods now.

(a) Humanize the work.
(b) Obtaining Maximum of efficiency

with the minimum of effort and
friction.

2. Divisions of Employment Division.

(a) Sales
(b) Office
(c) General
(d) Junior
(e) Executive.

3. Promotional Plan.
(a) Job Analysis Charts.
(b) Diagram of Promotional Steps.
(c) Executive Training Course.
(d) Basis of Promotional Work.

(1) Job Analysis.
)2) Pollowups.
(3) Personnel Rating Sheets.
(4) Master Record Card and folder.
(5) Executives making reports:

Be honest and fair; have the
courage to tell the truth; do
not recommend for promotion
in order to get rid of poor
material.

(6) Reports from Educational
Division.

4. Hiring.

(a) Promotional material only.
Having stream of fresh blood
flowing in all the time.

(b) Fewer specials.
(c) Less hiring and more intensive

training.
(d) Qualities looked for

(1) Age.
(2) Types, bright, alert and neat,

height.
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(3) Personality; pleasant and agreeable.
(4) Present attitude towards a position,

and ambition.
(5) Education
(6) Experience.

(e) Wages:
(1) Pay what a person is worth.
(2) Minimum Wage

(a) Date in effect.
(b) Dependent minimum wage.

(3) Profit Sharing.

5. Discharges.
(a) Rules and exceptions.
(b) Three Year rule.
(c) Results.

(1) Intelligent handling of cases.
(2) Improved morale in store.
(3) Less Turnover.
(4) Better force of people.
(5) Some not adapted for business; fair

for them; fair for the firm.

6. Pensions.

7. Disciplining.

(a) Purpose.
(1) Constructive helpful criticisms.

(b) Spirit given in.
( c ) How handled.
(d) Source of information for discipline.

(1) Follow-ups.
(2) Personnel Rating Sheets.
(3) Special follow-ups.
(4) Shoppers' Reports.
(5) Special reports from Executives.
(6) Sales record.

(e)Results obtained.

8. Placement Work and Transfers.

(a) Aim - Fellow -worker on the right job.
(b) Opportunity for Executive to aid in this

work by correct reports given to Employment
Division.

(c) Transfers.

(1) Reasons.
(2) Reasons for transfer told.
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(3) Pew transfers as possible made.
(a) No disgrace in transfer.
(b) Value in Fellow -worker being

able to be transferred.

(4) Results.
(a) Balancing of Pay Roll in different

sections of the store.
(b) Less hiring of extra help.
(c) Cutting down of new help and

increased profits.
(d) Decrease Labor Turnover.
(e) Obtains greater efficiency.

9. The Human Element.

(a) Most important; most interesting.
(b) How handled in Employment Division.

(1) Work of Supervisors.
Sympathetic understanding,
intelligent attitude of
supervisor.

(2) Confidence in Supervisors.

(3) Urged to come to Employment Division
with complaints adjusted fairly.

10. Ideals to be Attained.

(a) An intelligent force.
(b) Good morale throughout the store.
(c) Efficiency in the rank and file.
(d) Promotions within store.
(e) Co-operation among everyone for one

interest only - i.e. - The Business.

c. Educational Department.

^a) Job Analysis Chart.
(1) Personnel of Educational Division.

(b) Description of training and of various
courses given to the Employees.
(1) Training new salespeople.

(a) Three day training for store system.
(b) Salesmanship. Pour lessons.
(c) Store standards and policies.

(2) Textiles.
(3) Color and design.
(4) English courses.
(5) Executive Training Course.
(6) Training for buyers and assistants.
(7) Inspirational lectures.
(8) Demonstrations and projects.





(c) Results Obtained by Educational Division.

(1) Better trained and more intelligent
employees

.

(2) Research work in store education.
(3) Stimulates and aids promotions

in the store.
(4) Assists Employment Division in

judging intelligence and personality
of salespeople.

Health Department.

(a) Job Analysis Chart.

(1) Personnel.
(a) Two permanent doctors.
(b) Nurses.
(c) Visiting nurses.
(d) Clericals.

(b) Equipment.

(c) Work of Health Department.

(1) Voluntary visits of employees
when ill.

(2) Returning from illness.
(3) Physical examinations.

(a) Pood handlers.
(b) Elevator operators.

(4) Giving advice as to placement
of employees according to physical
fitness

•

(5) Relation to Rest House at ffrentham.

(6) Prevention of disease and illness.

(7) Responsibility for sanitary and
health conditions.

(d) Results Obtained by Health Department.

(1) More healthful group of employees.
(2) Health standards raised.
(3) More intelligent handling of placing

people at work.
(4) Prevents illness.

. Personnel Service Division.

(a) Job Analysis Chart.

(1) Personnel.

(a) Man - Head of Division.
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(b) ,oman as assistant.
(c) Stenographer.

(b) Functions.

(1) Mutual Aid.
(2) Home conditions.
(3) Personal -problems.
(4) Relief of all kinds.
(5) Rest House
(6) Recreation floor.
(7) Roof-garden.

(c) Results Obtained.

(1) People more contented.
(2) a great deal of good is done

in the right way.

(3) Relieves the usual cold blooded
business spirit of the corporation
towards its employees, and gives the
personal touch.

f. Relation of Educational Department, Health
Department and Personnel Service Division to
the Employment Division.

(a) Reports and information from each of these
departments used by the Employment Division.

V. Results Obtained from this Modern Policy, showing its
superiority over the Old System.

A. Better results for the company.

a. Lowers Labor Turnover.
b. Guts down losses due to wastes.
c. Increases profits.
d. Increases volume of business.
e. Produces a more efficient force of workers.
f. Lowers salary costs.
g. Produces a more loyal force of v/orkers.
h. Better morale.

B. Better results for the employees or Fellow-workers

.

a. Increased earnings.
b. Opportunities for promotion.
c. Better working conditions.
d. Personal relief when needed.
e. Permanent positions without fear

of unjust discharge.
f . Opportunities for more education.
g. Better physical conditions of the workers.
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C. Better Results for the Public.

a. Lore courteous and intelligent
treatment.

(1) Better service
b. Better advice in purchasing.
c. Economics which result in lower

prices of merchandise.
d. Insures the public of dealing

with a healthy group of people

VI« Future development of personnel policy.
A. Saturation point not reached yet.

B. Further possibilities of development,
a. Employment Division

(a) Job analysis of sales departments.
(b) Mental tests in hiring
(c) Selection of better types

(1) Appearance.
(2) More refinement.

(d) Executive training course for women.
(e) Revision of record forms
(f ) Lore intelligence in making out

personnel rating sheets and various
reports

•

(g) Change of three year rule on discharges
to five years.

b. Educational Department.
(a) Junior Division - more intensive

work.
(b) Sales Division - more education

and training.
(c) Non-selling Department courses,

c. health Department.

(a) Dental clinic.
(b) Physical examinations.
(c) More intensive work in prevention

of illness.

VII References
A. Bibliography of personnel books

B. List of stores having modern personnel administrative
systems

•





M0D5HK II^SOMKI POLICY A3TD ADLIIHUTPJiTION
AS IILllSfRATKD BY THE JOPJDAIT I.1AHSH COLIPAITY OPlBOSTOK

The modern personnel policy and administration in the Jordan
Marsh Company is that policy which was put into effect in 1919 and
has continued down to the present time with some developments.
The old policy was that in effect previous to 1919; and the old
oolicy written about in particular in this thesis was during the
period from 1911 to 1919.

The modern meaning of personnel administration is the direction
and co-ordination of the human relations of any organization with a
view to getting the maximum necessary production with a minimum of
effort and friction, and with proper regard for the genuine well-being
of the workers. It is with these ideals in mind that the personnel
is carried on in the store of Jordan Marsh Company.

The modern policy obtains better results than the old policy
for three different classes of people; for the company, for the em-
ployees, and for the public at large; that is, each one of these classes
is benefited in various different ways by the personnel policy in
vogue since 1919.

In order to give a background for, and also to show the develop-
ment and! the advantages of the present day policy, a short sketch is
given here of the old policy used from 1911 to 1919.

The system in use in 1911 by the Jordan Marsh Company was typical
of that used in large stores, not only in Boston, but throughout the
country, so that whatever deficiencies are shown in this old system
should not be construed as a reflection on the Jordan Marsh Company,
because at this time very little progress had been mace in any of the
large stores in the country toward establishing the modern personnel
policy. On the other hand, Jordan Marsh was far ahead of many of the
other stores even larger than she in her personnel administration.

In 1911, the Employment Office of the Jordan Marsh Company was
located in the main store on the fourth floor, in the rear. It was
comparatively a very small place in which to hire employees for a
store employing over 2000 people. This office was separated from the
rest of the store by a thin wooden partition. Inside of this office
was a flight of stairs of about six steps which led up to a smaller
office, occupied by the store superintendent and his assistant. The
assistant superintendent stood on these steps where he could overlook
the crov/d of applicants for positions. He did most of the prelimin-
ary interviewing and assisted the superintendent in the selection of
applicants. Almost all of the final hiring or discharging was done
by the superintendent; although, there was one other man who hired
the boys and girls under 18 years of age.



9£li to eao rfo.se To solaa IsublvXbai m
•9fio ,%?aLb2 ii &ri^ oo rio.cti.bJbc nl Jaavi:

*nom\

tUO 9

erft n.

9'X'JCf j SflT TCOX XIC



3

This employment system which has just been briefly outlined,
was typical of those used in the larger stores throughout the country.
It had, of course, some deficiencies* because employment systems had
not been so thoroughly analized and developed as they are now.

The well-defined hiring standards of today were lacking, due
in a large part to the absence of job analysis and job specifications..

There was no systematic follow-up of employees. The employment
manager kept hinself informed of the employees' record in the , store by
walking about the store and talking to the various department-heads

•

The man who did this had a wonderful memory and kept most of this infor-
mation in his head. .. few records were kept in his office, but in most
cases when a person was disciplined, the ertroloyment manager remembered
it, and was able to assemble mentally all of the facts in the case when
there arose the question of the advisability of a person's discharge
from the store.

Before the Quota System was nut in, there was no exact way of
measuring a salesperson's efficiency. Today, if the salesperson does
not perform the task allotted, it is immediately investigated and followed
up.

Around 1911, Educational work and Training Systems in the
stores were very small. Educational work at this time was limited mostly
to the teachings of the store system. The personnel of the Educational
Department of the Jordan Marsh Company in 1911 consisted of two women.
The head of the department did most of the teaching of store system and
of rules. She had a young woman as an assistant who did the clerical
work of the department and who assisted in teaching store system also.
These women did wonderful work by giving words of encourarement to many
of the people who came to work for the first time in their lives. Some
of these people were naturally apprehensive in going to work for the
first time and especially for such a large corporation as Jordan Marsh
Company. The Educational Department did much to dispelX the nervousness
by encouraging these newcomers and. explaining to them what Jordan Marsh
Company stood for in its relation to its employees. By this means, the
Educational Department, undoubtedly, prevented man- good employees from
becoming discouraged and leaving the store.

Due to the small personnel of this department, then, and to
the limited time given to teaching store system, very little individual
instruction could be given. The result was that store system was not
learned as thoroughly as it should be and had to be assimilated in the
department of the employee when learning other things, such as the
merchandise of his department.

Although every salesperson in the store v/as expected to
know and nractice the principles of salesmanship in selling, yet the
educational department attempted very little in the way of teaching
salesmanship. As a result, the art of real salesmanship was rot
developed to the point at which it is today.
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About 1911, the Health Department consisted of a doctor who was
in his office in the store every morning from nine to ten o'clock, and
two graduate nurses who were there all day. During the first hour in
the morning from nine until ten, the doctor met all employees of the
store who wished to come to him for medical advice. He prescribed what-
ever he thought was necessary for each particular case coming to his
attention, and then referred the case to one of the nurses for further
treatment of this, if necessary. At ten o'clock, the doctor left the
store for the rest of the day.

The two nurses were on duty all day in the Health Department and
received all employees in the store who came to their department. If
they thought that any of the employees who came to them should receive
the doctor's attention, they told these people to see the doctor the
next morning^ if it was too late to see him at that particular time. Of
course, in the event that the employee was too ill to work, he was sent
home at once by the nurse.

The Health Department consisted of three small rooms; one room
was occupied by the doctor as his office when he was in the store. This
room contained the doctor's desk and chair, besides a small bed which
could be used during the day if any of the employees, not feeling well,
wished to lie down for a tine. Another room was the treatment room,
where patients were treated by the nurses and sometimes by the doctor.
The third room was situated between the doctor's room and the treatment
room. This room contained two small beds, used during the day by people
who wished to lie down.

There were no records kept of personal visits to the Health Depart-
ment. The only record was that kept in a large book like a ledger; in
which was written the department number from which the patient came,
whether it was a man or woman, and what was the cause of the visit.

At this time, a Health Department of this kind was all that it was
thought necessary to have in most business houses of all kinds. It was
not deemed essential to have the elaborate Health Departments which we
have today. If a person was ill then, the most proper and logical thing
to do was to obtain the services of the family physician. Due to this
idea, there is not much doubt today that there was a great deal of tine
lost from business through illness, and much inefficiency through poor
physical condition, which might have been prevented had there been more
medical attention in large business concerns.

There was very little attempt to determine a person's fitness to
fill various positions at this time. This is a matter which is considered
very important now in order to have the work done most efficiently by
people who are best suited physically to perform it. Although, Jordan
Marsh Company had an excellent dootor to treat the employees, yet they
did not have the confidence in him which is necessary in order to obtain
the best results. This lack of confidence was due to the limited time
which the doctor spent in the store. As it was short, the time which he
was able to give to each patient was necessarily short, so that in many
cases, it did seem as if his examination of the patient was rather hurried
and that the personal interest of the doctor in each case wac lacking.
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This idea was wrong and unfounded, but yet if persisted, and presented
the Health Department from obtaining better results in the store.

The Health Department was too small to care for the needs of so

many employees and was thus handicapped in thejwork by its physical size.

Health end Sanitary problems of the store did not then receive the
expert attention they do now. This was due mainly to the lack of per-
sonnel in the Health Department. As the doctor was only in the store
for an hour each day, he did not have the time to devote to these problems.
What work of this kind was done, was looked after by the store superinten-
dent.

Personnel service or v/elfare work in 1911 was not as strongly or
as efficiently organized as it is now. Jordan Marsh Company had a very
capable woman at the had of its welfare work, ^he other member of this
department was a stenographer. The head of the departmont investigated
all home circumstances of employees which she thought need assistance or
relief. She brought these cases to the attention of the directors with
her recommendations for action, which were usually accepted. People in
the store who needed a rest were taken care of through her, as well as
those people who were too old to work, and who were pensioned off. A few
years later, about 1919 when the directors birught the rest house at //rentham
the task of keeping this house filled with worthy employees in need of a
rest, was given to the head of the Personnel Service Division. She also
did much in helping to organize the social activities of the store.

'The principal trouble with this department at this time was, that
the work was not so organized that the real object of the work would
reach the employees in the way that it should, ^ne firm was trying to
get away from the idea that this work vsas welfare work. They were trying
to impress on the employees that whatever was done for the employees
was done on a strictly business basis, and for the business reason to make
them more efficient in relieving them from the worry of these things.
But the sources of information to get at these things were not available.
There was no systematic way of arriving at them under the old method.

Also, at this time, this department had insufficient equipment with
which to carry out its work. It w;,s not until 1919 that the rest house at
Wrentham was bought or the employees' recreation floor was provided.

The real modern personnel work began about 1919. The personnel
organization to carry on this work is far more extensive and was gradually
evolved from the old organization. the accompaning chart shows the or-
ganization of the whole personnel division.

All personnel policies must receive the approval of the President
of the Company before being put into effect. Final decisions of many
important personnel problems are given by the President, as for instance,
approving recommendations for discharge of people in employ of the company
for three years or more.
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The Personnel Director who is one of the directors of
the company is responsible to the President for all personnel
ivork in the store. He has as his a- sistant, the store super-
intendent, who has general supervision over all of the different
personnel departments of the store.

The Employment Manager, the Educational Director, the
Head Doctor of the Health Department and the Personnel Service
Manager are responsible to the Personnel Director through the
store .Superintendent.

The old Employment Division organization was used as a
basis on which to build the new one. The position of a woman to
do the hiring of all women was retained, as was the position of the
hiring of all men, but the man who did the hiring and quota work
together, was relieved from his hiring work and devoted all of his
time to quota and record work. The position of hiring people under
eighteen years of age was done away with. This hiring is now done
by either the man or woman doing the hiring under the new system.
These two people are called Hiring Supervisors,

One section of the Employment Division is called the hiring
section where all of the clerical work of that division is done.
In this section is a girl who operates the switchboard for the Em-
pl07/ment Division and assists in clerical work; one girl who books
those hired and does general clerical work; one girl who does filing,
v/rites for references and assists in the clerical work; one girl who
is the stenographer for the Employment Manager; and one girl who has
charge of the references and who is also head of this hiring section.

One section of the Employment Division called the Master
Record, is devoted to the keeping of the personal records of the
employees of the store. There are four girls in this section,, whose
work it is to keep uo these records.

The Quota and Bonus section is another division of the employ-
ment which consists of about eight girls. This section controls and
keeps the records of the whole quota commission system of the selling
force, and the bonus payment system for the non-selling people. This
section, as well as the Master Record, is supervised by the man who
was placed in charge of the Quota* He is called the Quota and Bonus
Supervisor.

A great many people who have had little or no experience in
coming in contact with a modern Employment Office such as at Jordan
Marsh Company, think that the main or only function of such an employ--
ment office is that of hiring, but in reality, hiring is only a small
part of the ?/ork of that office, for the worker must not be forgotten
after he is hired. One of the aims of the Employment Division is
to so humanize the work that every employee will be treated as a human
being and not merely as a cog in the wheel. The proper co-ordination
of human relations between the employer and the employee is eagerly
sought for and carried out. For this reason everyone in the store, from
the President down is called a "Fellow ./orker" and not an employee.





mo. MONTHS

JORDAN MARSH COMPANY
JOB ANALYSIS

PERSONNEL SUPERVISOR
fSnPRRTHTCimiMt^INTEMIJE

EWPLOYMrNT DTVTSTON WR.

Quota Sta. gig

QUOTA ANP BONDS RUPUVTSOR

EM-4C-B

oU Sta. Tvrs. CI.

Balanci
for nv

cost fi

quota:

people

FUNCTIONS

ng Dept. Bales monthly

Depts. end reclasslfiet

o find eeUry eeles

gurlng monthly Dept.

for Buyers and sales-

FUNCTIONS

Typing Dept. quota sheets and

cards-Helping statistical aeo-

tlon In epare time-Typing mon-

thly mdse quota reports for Fir

and mdso men if poeaible

FUNCTIONS

Clerical detail pertaining to
Bales efficiency and quote
while understudying for EV-3B-
A or FM-4P-A

FUNCTIONS FUNCTIONS FUNCTIONS

JOB SPECIFICATIONS

1. YH-S-L
2. Accuracy-Carefulness
3. Knowledge of figures

4. Teamworker
6. Comptometer machine oper

First olaea
6. Understudied by QTBO 4

JOB SPECIFICATIONS

YW.S-L
Accuracy-Carefulness
Ability to copy figures

ately
Knowledge cf typing

.
Understudied by Office

,
Promoted from C Office

JOB SPSripTrATTPN?

YW-S-L
Accuracy-Care fulnosa
Knowledge of figures

Teamworker
Comptometer machine o

Fir
Unde

class
tudled bv Store

MaBter Record Sec Master Ree. Cle Quota Sec . Hd .

EM.3B.A

Quota Cle Sta. Sec. Read

FUNCTIONS FUNCTIONS *

Reaponsible for Master Record
Section-Total labor turnover for
all Depte-Distrlbutes all per
sonnel record tickets, record of
change sheets, applications «m
tjme oards to all seotlons-Sn-
torlng all personnel lnfonnatl-
from peraonnel tickets, record
of change sheets, applications
and time oards on offloe dept.
Master Record cards-Special re
ports when destred-Respons-lble

for all forms and supplies us«i

In Master Record Sections.

FUNCTIONS

Entering all personnel informa-
tion from personnel tickets re-
cord of ehanpe sheets, applica-
tions, and time cards on central
and junior departments master
record earda-File nil left mas

ter records and personnel tick
eta-Ma^e out folder for new-
comers-Help Sec. Hd. when nec-

FUNCTIONS

Responsible for Quota Section
sales records commission sheet
mdse men's reports-Increase
ticket information for Personn
^uperriaor-Pistributes roreonn
tickets record of change sheet
applications and time c«rds-"p
cUl inforrmttcn when deslred-
Peturn all personnel tirkots e

to ri^na 2A

FUNCTIONS

Entering sales, quota, daya

wor'.-ed salaries transfers oi

sales record carda-Fipure indi-
vidual and Pept. quota statis

tics monthly commissions for

s-lespeopte monthly statistical
reoort for Firm and mdse mei

special Information when desired
Entering *H peraonnel lnforma-

tlon etc. on sales Pept. Ma!

record irds

i rwofiT sha«o

JOB SPECIFICATIOKS

1 . J/-YW.3C.S-L

2. Accuracy-Carefulness
3. Teachableness
4. Knowledge of the Job
6, Knowledge of the store
6. Understudied by QTBO 2B
7. Promoted from QTBO 2B

JOB SPECIFICATIONS

1. YW.X-S-L
?. Aocuracy-Carefulness
3 . Teamworker
4. Knowledge of the Store
6. Understudied by QTBO 2A

PWOFIT SHAWLS

.top gprrTFirATIOW^

1. Y^-S-L-RY
2. Aecuracy-Oarefulneae-Skill

3. Knowledpe of figures essent

4. Must be a machine operator
6. Understudied by QTBO 3B

6. Promoted from QTPO 3B

JQP 9p^riFICATI0NS

1. T*-S-L-FY
2. Aecuracy-Carerulnefa-Skill

3. Knowledge cf flguree easentia

4. Comptometer machine operate

First Plata

5. Understudied bv QTBO 3A

CfKJf IT W«m

FUNCTIONS

ReBponalble for Statistical
Sec. monthly quotas for all
eeles depts.-Classification
of Pept. quotas-Monthly dis-
tribution of rept. quota s-

Monthly dl a trlbut Ion of Pept.
quotas to Buyers and salea-
p-cple-^tat'etica for reelaaai
fication of r«pta. for new
quotas

.

JOB SFrCTFTCATTONR

Aeeur*>ey-Cerefulness
Knowledge of" figures essen-
tial
Knowledge cf the Store

5. Should be a machine operate
6. Understudied by QTBO 4B





Salesperson No.

Your Quota of Net Sales for is

Monthly

Daily

You will be paid % in addition to your
salary on amount of sales above your quota. Pay-
merit will be made monthly.

Keep your own record on reverse side of this c:ird.

If you fall below your daily average, you must make
it up before the end of the month in order to earn any
quota commission. Allowance will be made for days
you are absent.

At the end of the month figure up what you
expect to receive In the following manner: Multiply
your daily quota by number of days present. This
will give your total quota. From your total sales
subtract your total returns. This will give your net
sales. Figure your bonus on the amount by which
your sales exceed your quota. Enter these figures at
bottom of this card.

In starling a system of this kind there may be
inequalities and conditions which seem unfair.
These should be immediately reported to the Quota
Dept., Executive Office, for consideration.

WATCH YOUR QUOTA! The more you sell

above it the more you make.

SALESPERSON'S REPORT

Total Sales Quota

Total Returns No. of Days

Total Net Total Quota

Excess Bonus Expected

OFFICE REPORT
Total
Net Sales Days Quota

Excess Bonus

BUYER'S Send Cards to QUOTA DEPT. at the end
of each month.

ATE AMOUNT RETURNS NET

I

2

3

4

5

6

7

8

9

—:

10

II

12

_

;

13

1 »

15

16

17

18

2.1

21

22

23

24

25

20

27

28

2V

30

31

A4 9 8
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Every business organization strives to get the maximum necessary
production with a minimum of effort and friction. This, the Employment
Division works for, together with a proper regard for the genuine well-
being of the workers.

The greater part of the work of the Employment Division is the main-
tenance of the friendly oversight of the workers. The maintenace of this
friendly oversight is facilitated by dividing the store into four divi-
sions; sales, office, junior and general. Over each one of these groups
is one person who is particularly interested in the present welfare and
the future promotion of each one in that group. These people are called
supervisors

•

If a v/orker is in an office position, it is the Office Supervisor
or Office Manager, as he is now called. If the worker is a junior, that
is, the Junior Supervisor. If the worker is a general worker; such as,
an elevator operator, shipper or receiving room clerk, it is the general
supervisor.

If, however, the person is a salesperson, he is in one of the largest
groups in the store, for there are more salespeople than any other kind
of worker. There has been provided, therefore, not only one person,
the Sales Supervisor and Assistant Employment Manager to help the sales-
people, but three additional people ,t° help him help them. These are;
first, the Assistant Sales Supervisor or Promotional Supervisor, whose
duty it is to keep in such close contact with the work of the salespeople
so as to be able to recommend them for promotion v/hen better positions
are being filled. She maintains a list of those salespeople who from
the results of their application to work and of good attendance should
be promoted. She also keeps a list of those who unfortunately become
delinquent in their work, and tries to help them improve their record.
Those who are not adapted for their jobs or who request transfers to
other positions, she tries to place them In the jobs for which they are
best fitted.

The second assistant to the Sales Supervisor is the follow-up su-
pervisor, who b:r talking with the Department Managers or thei r assistants
or with the Floor Superintendents, finds out just what kind of work each
salesperson is doing. She makes a report on a Fellow "orker Analysis
Form of the results of these talks to the sales Supervisor and the Promo-
tional Supervisor. These reports are very carefully gone over and checked
up.

The third person who assists the Sales Supervisor is the Quota and
Bonus Supervisor. He supplies the Sales Supervisor with information con-
cerning the sales efficiency of the salespeople. The Quota and Bonus
Supervisor also assigns each month the quota to each salesperson. The
quota is a plan, by means of which each salesperson has the opportunity
to increase his earnings according to his ability, A percentage bonus
is paid upon the excess of the amount assigned to be sold, which amount
is called the quota. The amount of the quota is different for each de-
partment in the store, and is different for each month of the year. It
is based in a particular department on what has been sold in that depart-
ment on an average over a period of fiize years. The quota tells each
salesperson what he should sell each month in order to accomplish as much
as other people in that department, have accomplished. The theory and
plan by which the quota is worked out is best illustrated by the follow-
ing example in which the figures are fictitious.
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CHART SWOWINU

DEPARTMENT CLASSIFICATION*' SYMBOLb -SUPUW^O^lXECUTIVt <* PAYROLL RESPONSIBILITIES.
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"First: The total net sales for the department for each
month of the year for the past five years is taken.

"Second: The total salaries in the department for the same
length of time is taken.

"Third: The total salaries for each month for the five years
"is divided by the total sales for each month for the five years.
The resulting number is the average selling expense in that depart-
ment for each month.

"Take an example to make it clear:

"Suppose that, the department has done "10,000.00 business for
each June for the last preceding five years. Adding f the total
amount of business for the five Junes is 50,000.00.

"Suppose that the salaries in the department have been, each
June for the last five years, -550.00. Adding, the total amount
of salaries is ! '2,750.00.

"Divide the £2,750.00 (total salaries for five Junes) by '-50,000.00
(total sales for five Junes). The answer is .05 l/2%, which means
that the selling expense in the department is five and a half per
cent •

"Now suppose that a salary is '11.00 per week. Eleven dollars is
5 1/2^ of r-200.00. There fore , 200.00 ia the quota and the person
will have to sell it each week before he will actually earn his
salary of oil. 00. Whatever he sells over and above : '200.00 will be
over and above what the £11.00 pays him for. On any amount he sells
above ;200.00 ner week, therefore, he is entitled to a bonus com-
mission of 8f;'-).

"The quota has nothing to do with the commission anyone in the
department has earned the month before.

"in justice, the quota must be changed almost every month—raised
in the busy season, lowered in the dull season. At the beginning
of each month employees are notified— in writing— of the amount
of their quota for that month; that is, the amount they must sell
before they have earned their salary and before they are entitled
to any bonus."

The Quota and Bonus Supervisor tries to help those people, who
fall below in their sales, to better their record in order that they
may earn more, and also to "^e of more value to the business.

The sales Supervisor with his two assistants and the Quota and
Bonus Supervisor constitutes the sales organization of the Jordan
Marsh Company.

Besides these four sections described into which the store is
divided, there is another smaller section comprising what is called
the Executive Departments; such as, the Pay Office, the Health Depart-

ment, the Advertising Dept, etc.
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These Executive Departments come under- the Immediate supervision
of the Employment Manager.

All of these supervisors, except the Office Manager, who
is located on the fifth floor, main store, are located in the Em-
ployment Division, seventh floor in the annex.

Ever:/ fellow worker in the store is urged to go to the Em-
ployment Division at any time to talk over with the proper super-
visor, any grievance or any trouble they may have. The supervisors
are friends of their people and are always ready to give them advice
and counsel, especially concerning their present welfare and future
promotion in the store, or talk over with them any of the many other
features which the store offers its fellow vorkers.

To sum up briefly, the personnel of the Jordan Harsh Company
Employment Division is as follows :-

1. Employment Manager.

2. Sales Supervisor and Assistant Employment
Manager.

(1) Assistant Sales Supervisor, or
promotional Supervisor.

(
2 ) Pol low -up Supervisor^

3. Quota and Bonus Supervisor.
( 1 ) MasterP.e cord section, four girls.
(2) Quota Section, eight girls.

4. Junior Supervisor.
5. General Supervisor.
6. Hiring Supervisor - men,
7. Hiring Supervisor - women.
8. Hiring section - five girls.

The Employment Division is definitely held responsible for
the carrying out of the store promotional plan by the Directors of
the firm » This plan must be carried out in accordance with what
is known as "The Jordan Marsh Law," which reads as follows :-

"Whenever there is a "higher" position in this establishment
vacant, it must always be- filled through the promotion of some fellow
worker inside the store. Mo such position is ever filled by hiring
anyone from the outside, excepting in a case where no one within the
ranks can be found to nualify. Should anyone feel at any time, that
this rule has not been observed, same should be taken up with the
Personnel Director.
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Following are the lines of promotion in the Selling
and Non-selling Departments :-

SELLING :

Bundling
Cashier
Stock
Junior Salesperson
Salesperson
Head of Stock
Assistant Department Manager
Floor Superintendent
Head Floor Superintendent
Department Manager
Assistant Merchandise Manager
Merchandise Manager
Director,
Member or Firm.

Hon-Selling :

Bundling
Cashier
Clerical
Section Head
Assistant Department Head
Department Head
Assistant Division Manager
Division Manager
Store Superintendent
Director
Member of Firm





SPECIAL TWO YEARS COURSE

FOR MEN WHO HAVE ATTENDED SOME WELL KNOWN

COLLEGE AT LEAST TWO YEARS.

Receiving room

5-8-23-27-28

22-26-35-62

6-10-14-17-24-60

34-38-48-56-79

2-40-46-53-61-50-126-95

Shipping Department

Planning Department

Stock Office

Department Superintendent
<

Promise Department Two months.

Knowing that as time goes on, we shall need able executives
in departments other than merchandise, it shall be understood
that when these college men in the course of their training,
show a more marked ability for executive positions in such
departments, that after consideration by Mr. Hawkins, if it
seems advisable, the course of their training shall be changed
in order to give them more special preparation for non-merchan-
dise departments. At the end of the second year we agree that
each man shall be given an executive position as assistant
buyer or one of equal importance.

First six months at rate of $1200 per year
Second " B

" " " 1350 "
"

Second year at rate of 1500 n

Beginning third year at rate of 1750 ?

One month

Three months

Three months

Three months

Three months

Two months

One month

One month

One month

Six months
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in specially selected departments of the store such as the men's
clothing, silks, rugs, hosier:/, lamps, etc. A man goes first into
a closed department behind a counter such as the silk department,
and then into an open department like the clothing. In these de-
partments, the man in training performs the regular duties of a
salesman; but in addition to this, he must learn thoroughly the
system and policies of the store; he must work as closely as
possible with the department manager so as to understand and learn
his work. He goes to the receiving room with the manager to price
bills and bring goods down to the department. A great part of his
work is the observation of everything that goes on in connection
with the buying for and the managing of a sales department. At the
end of two or three months; he is transferred to another department
in accordance with the schedule. He also spends some time in some
of the non-selling departments in order to understand their work
and their relation to the sales departments. Such departments are
the receiving room, shipping room, stock office, service manager's
office, etc.

The second part of the work of the man in training is his
lecture and study work with the Educational Division. During the
time that he is doing laboratory ork in the various departments
of the store as just described, he spends a certain number of hours
each week in the Educational Division, listening to lectures on
business topics. These lectures are given by executives in the
store on such subjects as, "Markets" How to Buy," "Mark-ups and
Mark-downs," "How to Figure Profits." Lectures on different
divisions of the store are also given. The student must pass in an
outline of each lecture to show how much he got out of it, and at
the end of the course must pass a written examination based on these
lectures and the text book vhich is studied during the course.

This course is considered to be a well-rounded out course
and performs excellent service in training men to become executives.

There is a very liberal salary schedule in connection with
this two-year training course which pays the men very well for the
time spent by them.

This course is for men only; but inasmuch as, there are a
great many women executives, in the store, it was felt that a similar
course for women should be established. Accordingly, there has been
founded a course for women like that! of the one) for the men. The
women are taking the same course of lectures, but the schedule of
different departments for the laboratory work has not been worked out
yet.

The promotional work of the Employment Division is based on
six different factors. The first factor is the job analysis chart.
In the non-selling departments, all promotional work is based on the
Job Analysis Charts. Every department in the non-selling division
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has been analized and has been split up into its different jobs with
the duties of each job and the specifications or qualifications
necessary to fill each one. The Job Analysis Chart is the record of
this analysis. Since it contains for each department a list of all
jobs in that department in order of importance, salaries, duties,
and specifications for the jobs, this chart is used as a basis of
promotion. As yet comparatively little work has been dore in
analizing the sales depratments, so that job analysis charts do not
enter into promotional work in these departments.

The second factor in the work of promotion, is the follow-
up work in the store which is very intensive. This is done by means
of the fellow-worker analysis record forms, one of which is sent
automatically to the Employment Division by the master record section
three weeks after each new-comer enters the store. This is a manila
colored form, and contains the name, department and number of the new-
comer. This form is then taken by the proper supervisor to the
department or division manager in whose department the new-comer is.
The supervisor writes down on this analysis record fovm, the story
of the progress of the new-comer as given by the department manager.
This story is then carefully checked up in the Employment Division.
If it is satisfactory, the form is filed away in the records of the
Employment Division. If it is unsatisfactory, the new-comer is
called to the Employment Division where he is told of the critism
about his work, and is advised to improve at once. Another record
form is made out, salmon in color, which is used to get another report
on this worker in two weeks to a month later. If the report is still
unsatisfactory, it is a question either of discharge or of transfer
to another department for the person. It sometimes happens that the
person is doing poor work because he is not adapted to the particular
job in which he is first placed. In this case another job is found
for him if possible. If a worker is transferred from one department
to another permanently, a manila analysis record form is automatically
received by the Employment Division ten days after such transfer. This is
handled in the same way as the form for newcomers. The manila forms
are used for newcomers and permanent transfers, vfhile the salmon forms
are used for all other cases such as for people who become delinquent
in their work or undesirable, or for any special reasons.

It was found that this follow-up system was all right as
far as it went, but it was limited. If the first follow-up on the new-
comer was good, there was no further systematic follow-up. In personnel
Yfork of this kind, it is very essential to keep in touch with the
workers all the time, and to know what they are doing. Therefore, in
1921, in order to supplement the follow-up forms, the personnel rating
sheets were put into effect in the sales departments; although, they
had been used for sometime previous to this in non-selling departments.

The personnel rating sheets used in the sales departments
are naturally different from those used in the non-selling. The points
on which the salespeople are rated are mostly those v/hich come under the
principles of salesmanship. They are as follows :-





kH E PROPER RATING OF THE FELLOW WORKERS IN THEIR DEPTS. IS ONE OF THE MOST IM-
PORTANT DUTIES OF OUR EXECUTIVES. CONSIDERING THAT PROMOTIONS, SALARY INCREASES,
SCHARGES ARE BASED ON THE SALES REPORTS AND YOUR RATING, YOU REALIZE HOW IMPOR-
TANT IT IS TO RATE FAIRLY.

DEPT.

JORDAN MARSH COMPANY
PERSONNEL RATING SHEET

SELLING DEP'T. month of_

DIRECTIONS TO DEPT. MGRS. FOR RATING F. W.'S ROUTE OF RATING SHEET

.192

SHEET MUST NOT BE ACCEPTED BY NEXT PERSON UNLESS IT HAS BEENSIGNED AND THE DATE FINISHED ENTERED BY PRECEEDING PERSON
No O. K.
Necessary

RATING SCALE

A-VERY GOOD
B-GOOD

C-FAI

R

D-POOR

BELOW YOU WILL SEE THE HEADINGS: APPROACH TO CUSTOMER,
INTEREST IN WORK, COURTESY. ETC. UNDER EACH OF THESE HEAD-
INGS OPPOSITE THE WORKER'S NAME, MARK THE LETTERS A-B-C
AND D OF THE RATING SCALE TO SHOW YOUR ESTIMATION OF THE
PERSON'S VALUE.
ANY ADDITIONAL INFORMATION WHICH MAY RELATE TO THE F. W.'S
HEALTH, WORK, EFFICIENCY, ETC. NOTE UNDER COLUMN MARKED
"ADDITIONAL INFORMATION." THIS IS PARTICULARLY DESIRABLE, AS
IT ENABLES THE SUPERVISOR TO MORE EFFICIENTLY FOLLOW UP OUR
FELLOW WORKERS.

..DATE FIN.

O. K DATE FIN.

O. K DATE FIN.

1—ADDRESSOGRAPH
6 TO 4 DAYS BEFORE 1st OF

2—MASTER RECORD
TO 31st OF MONTH.

3—SUPERVISOR
TO 2nd OF MONTH.

4—DEPT. MGR'S
TO 5th OF MONTH. O. K DATE FIN.

5—QUOTA AND BONUS DEPT. (MASTER RECORD)
TO 11th OF MONTH. O. K DATE FIN.6—SUPERVISOR

DESTROY AFTER CHECKING RATINGS.

ADDITIONAL INFORMATION

OF VALUE AS PART OF

FELLOW- WORKER'S
PERMANENT RECORD

REMARKS OF
SUPERVISOR

1 2 3 4 5 6 7 S 9 10 11 12

1 2 3 4 5 6
~7 8 9 10 11

1 2 3 ~4 S
~6 7 ~a 9 10 11

1
~2 ~3 4 5 6 7 . 10 11 12

1 2 3 4 S 6 7 8 9 10 11





ctions to d1v. mgr5. and dept. hds. for rating f.w's

1„ y opposite fellow-worker's name under either
b£ ?f columns 1-2-3-4-5-6. this rating becomes a per.
Kent record on the master record card.

Ly UNDER COLUMN 7 IF IT IS DESIRED FELLOW-WORKER
I TRANSFERRED, AND UNDER COLUMN 8 IF ATTENDANCE IS

Lb AND UNDER COLUMN 9 IF HEALTH IS POOR, AND UNDER
LUMN 10 IF FELLOW-WORKER IS NOT ADAPTED TO JOB.

i ANY ADDITIONAL INFORMATION WHICH MAY RELATE TO
FW'S EFFICIENCY, HEALTH, FAMILY TROUBLES, ETC.,

EnFR COLUMN MARKED "ADDITIONAL INFORMATION." THIS
D INFORMATION IS PARTICULARLY DESIRABLE, AS IT

ENABLES THE SUPERVISOR TO MORE EFFICIENTLY
FOLLOW UP ..ANY F. W. WHOM THE DIV. MGR. MIGHT
WISH TO HAVE REMOVED.

blV. MGRS. OR DEPT. HDS. ENTER IN INK EACH MONTH
OVER FELLOW WORKERS' NAMES THE

PROPER JOB SYMBOLS

DIVISION

JORDAN MARSH COMPANY
PERSONNEL RATING AND INCREASE SHEET
DIV. MGR. GIVE SHEET TO EXECUTIVE MGR. AFTER RATING

DEPT. MONTH OF_ J 92

DIRECTIONS FOR PASSING ON INCREASES

1—IF NO INCREASE DATA IS OPPOSITE F. W.'S NAME, DIV.
MGR. WILL TAKE NO ACTION.

2—INITIAL UNDER "DIV. MGR'S. O.K.," IF YOU THINK F. W.
DESERVES THE INCREASE. IF NOT, AN EXPLANATION
SHOULD BE GIVEN UNDER NEXT COLUMN.

3—IF AN INCREASE IS NOT O.K.'D, WHEN FIRST DUE, IT
WILL COME UP FOR RECONSIDERATION FOR EACH OF
THE TWO SUCCEEDING MONTHS; IF THE DIV. MGR.
WITHHOLDS HIS O.K. FOR THREE SUCCESSIVE MONTHS
ON ANY PARTICULAR FELLOW- WORKER'S INCREASE,
THE LATTER WILL BE REMOVED FROM DEPT. AS SOON
AS POSSIBLE.

ROUTE OF RATING SHEET
SHEET MUST NOT BE ACCEPTED BY NEXT PARTY UNLESS IT HAS BEENSIGNED AND THE DATE FINISHED ENTERED BY PR ECEEDING PERSON

No O. K.
1—ADDRESSOGRAPH Necessary

6 TO 4 DAYS BEFORE 1st OF MO DATE FIN.

2—MASTER RECORD
TO 31st OF MONTH. O. K DATE FIN..

3—SUPERVISOR
TO 2nd OF MONTH. O. K DATE FIN..

4—DIV. MGR'S AND DEPT. HDS.
TO 5th OF MONTH. O. K DATE FIN.

ADDITIONAL INFORMATION

OF VALUE AS PART OF

FELLOW-WORKER'S

PERMANENT RECORD

5—EXECUTIVE MGR. AND FIRM DIRECTOR
TO 7th OF MONTH. O. K DATE nN .

6—PAY OFFICE
TO 10th OF MONTH. O. K DATE FIN..

7—MASTER RECORD
TO 16th OF MONTH. O. K DATE FIN.,

8—SUPERVISOR
DESTROY WHEN THROUGH.

IF INCREASE IS NOT
GIVEN, DIV. MGR. GIVE
STATEMENT OF

REASON HERE

REMARKS OF

SUPERVISOR

4 5 6 7 8 9 10

/ - / //
1 2 3

1 2 3 4 6 6 7 8 9 10

• 2 3 4 5 6 7 8 9 10

* 2 3 4 5 6 7 8 9 10

1 2 3 4 5 6 7 8 9 10

1 2 3 4 5 6 7 8 9 10

-

2 3 4 5 6 7 8 9 10

1 2 3 4 6 6 7 8 9 10

1 2 3 4 5 6 7 8 9 10

2 3 4 5 6 7 8 9 10

2 3 4 5 6 7 8 9 10

2 3 4 5 6 7 8 9 10

2 3 4 5 6 7 8 9 10

2 3 4 5 6 7 8 9 10

2 3 4 5 6 7 8 9 10

2 3 4 5 6 7 8 9 10

1 2 3 4 5 6 7 8 9 10

2 3 4 5 6 7 8 9 10

] I

1 2 3 4 5 6 7 8 9 10
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1. Approach to Customer
2. Interest in Work
3. Courtesy
4. Co-operation
5. Sale smanship
6. Care of Stock
7. Knowledge of Store System
8. Personal Neatness
9. Health

10. Attendance
11. Do you Wish Fellow Worker

Transferred?
12. Dent. Mgr's General Estimate

The scale used in this rating is;

A. Very Good
B. Good
C. Pair
D. Poor

The workers in the non-selling departments are rated
on a different scale. They are rated by checking one item
in the following group.

1. Exceptional
2. Very Good
3. Good
4. Average
5. Below Average
6. Undesirable

and by checking each one of the following

7. Do you wish Fellow Worker
Transferred?

8. Is Attendance Poor?
9. Is Health Poor?

10. Not adapted to Job?

Every two months, the addressograph department sends
automatically through the Master Record Section to the Employ-
ment Division, a Personnel Rating Sheet for each selling and
non-selling department in the store. Each department sheet
contains the names of every worker in that department. The
manager of that department, after receiving this rating sheet
from the Employment Division, rates each worker on the sheet as
has been outlined. hen the sheets have been returned to the
Employment Division, they are carefully checked up there.
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If any person is not rated high, the matter is immediately investi-
gated so that no injustice may be done anyone. If on the other hand,
the person is really falling behind in his work, the person is
called to the Employment Division, and t alked to in order to try to
find out what the trouble is, and to endeavor to help him to improve,
After the rating sheets have been carefully checked, and the rating
of each person copied on his permanent record, the sheets are destroy-
ed.

The permanent record of each fellow worker is another form
for promotional work. This record consists of two parts and is
kept' in the Master Record Section of the Empl07/ment Division. The
first part is the Master Record Card, one of which is made out for
every fellow worker in the store. This card contains or. the face
of it the following information concerning the fellow worker; name,
address, age, education, previous experience, activities, dependants,
transfers in the store, salary and increases; on the back is a
record of lates, absences, demerits, errors, sales efficiency record
in graphic form and the ratings copied from the Personnel Rating
Sheets. These cards are filed by departments which are arranged
numerically in large tubs in the Master Record Section. Whenever a

person leaves the employ of the store his Master Record Card is
taken out of this file and is filed away alphabetically in the dead
file. The girls in the Master Record Section keep these cards up
to date every day by posting to them information which comes to them
automatically.

The second part of the permanent record is the fellow worker's
folder of which there is one for each worker. This folder which has
the name of the worker written on a tab on the folder contains all
of the personnel tickets belonging to that worker; such as, the booking
ticket, salary increase tickets, fellow worker analysis record forms,
demerit slips, reports of any of the various courses given by the
Educational Division, special reports, and any information of interest
concerning the individual which comes to the attention of the Employ-
ment Division.

By means of this permanent record consisting of the Master
Record Card and the folder, the Employment Division Supervisor can
tell at any time exactly what any person's record is in the store.
This is invaluable in selecting for promotion.

In order to use this record to the utmost advantage, it is
absolutely essential that the executives, making reports to the
Employment Division, give fair, impartial reports. They are urged
to be honest and to have the courage to tell the truth in these
reports. There has been a tendency in a few cases to rather over-
rate people. Under the old system, department managers sometimes
recommended poor material for promotion in order to get these people
out of their departments. These defects are nearly all cleared up now.
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Reports from the Educational Division are used in determin-
ing promotions. They send to the Employment Division a report of the
work and an estimate of each newcomer hired for a sales position after
the newcomer has completed the three day training course in store
system. The Employment Division also receives reports of the com-
pletion of any of the other courses in the Educational Division which
a worker may take. These two divisions work very closely together,
especially concerning the matter of promotions.

The greater part of the hiring of the personnel of the Jordan
Marsh Company is riot done by the Employment Manager as many people
might expect; for his work is general executive personnel work, responsi-
bility for all Employment Division work, and the hiring for special
positions, mostly of the higher grades. The hiring is done by the -two
hiring supervisors; a man who hires the men, and a woman who hires the
women*

The primary ideal in hiring is to hire promotional material
only, except in the case of hiring extras for special sales or for
Christmas work. Since in most cases, the higher positions in the store
are filled by promotions, the aim in hiring people for permanent
positions is to hire those people only who are judged to have the quali-
fications to be promoted. Due to the fact that there are nearly al?/ays
some positions to be filled by hiring, there is a stream of iresh blood
flowing into the store all of the tine. This is very essential in such
a large organization. New life, new energy, new ideas result from this.

Fewer "specials" are now hired for sales, It was found that
the cost and waste involved in the hiring and training of large numbers
of extra people for special occasions was enormous. This has been over-
come by more careful selection in hiring people, and by giving them
more intensive training. So, by hiring more intelligent people and by
speeding up the whole personnel of the store by supervision and training,
the co,sts of labor turnover are cut down.

The qualities looked for in interviewing applicants for pos-
itions are various, Pome people think that the standards set by the
Employment Division in hiring, are too high for a great many of the
positions; but when the chief aim in hiring is taken into consideration,
that of considering each one hired as a possible future candidate for
promotion, the standards are fully justified.

The first qualification looked for in an applicant is the
age; although according to the state law, boys and girls fourteen years
of age may be hired by stores; the minimum Hge set by the Jordan Marsh
Employment Division is sixteen years. Certain positions require
certain ages; although, there is no maximum age set for firing.

The type of the applicant is a very important qualification.
By the type i is meant, general appearance. The ideal type is bright
appearing, alert, neat, and clean. Height is a necessary qualification
for a sales or executive position.
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A personality which is pleasant, agreeable and cheerful
is essential in department store work where so much of the ~ork
consists in coming in contact with a great many people each day.

An applicant's ambition and present attitude towards a
position is carefully considered in hiring. If it is felt by
the Hiring Supervisor tha the person under consideration merely
wants a position for a short time just for the sake of doing
something, or to pass the time away until something else happens,
that person is not likely to be hired. The nerson who really
has the ambition to rise higher, irrespective of how difficult
the work is, is the person sought after.

Education is a very essential asset. Practically, with
very few exceptions, no one is hired unless he is a grammar
school graduate. It was proven that a very large percentage
of people hired without a complete grammar school education,
either failed to succeed at all in the store, or were not capable
of being promoted to higher positions. These peoole were not
mentally developed to the degree which was necessary to fill the
requirements of the various positions in the store. High school
graduates are preferred, and college graduates are eagerly sought
for; although, a college education is not considered necessary
to be successful, ..henever a worker in the store shows promise
of ability, and yet is lacking in education, he is advised by
the Employment Supervisor to attend one of the many evening
schools in and about Boston if it is possible.

The previous business experience of an applicant is
carefully checked up. This always carries a great deal of
weight in considering a person for a position, but previous ex-
perience is not necessary at all except for a few positions which
are technical in nature. Training in the store on the job over-
comes this requirement.

The wages paid in hiring for positions is an important
consideration. Each position in the store has a fairly definite
salary range based on the job analysis charts and on the market
wage; although, the range of salaries paid for sales or executive
positions is wider. The rule is to pay what a person is worth.
The company would rather hire a thirty dollar a week woman than a
fifteen dollar a week one, especially for a sales position. The
former one is cheaper than the latter. No one is allowed to get
away because of lack of salary if he is worth it.

The Massachusetts Minimum Wage Law went into effect June /

1, 1922 which provided as follows:-
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Minimum Wage Lav; (Continued)

Female learners and apprentices under
18 years of age — not less than ;10.00
per week.

Females 18 years of age and over — not
less than '.;12.00 per week.

Females with one year's experience after
reaching the age of 18 years — 14.00
per week.

Jordan Marsh Company put this into effect on May 5th, 1922
although they had to make very few increases or adjustments as
the Minimum Wage in the store in nearly all cases was equal to,
or more than the Massachusetts Lav/.

Since this date, the company has nut another Minimum v.'age

into effect themselves, which is to the effect that an:/ °ne ab-
solutely dependent upon their earnings shall receive a minimum
wage of sixteen dollars per week.

Besides the regular weekly wages, the workers in some of
the non-selling departments receive bonuses for -oerfect work or
attendance

.

The salespeople are paid commissions on their sales each
month through the Quota System.

Every worker in the store during the months of November
and December receives a sum of money at Christmas tie as a Christ-
mas present. In the case of salespeople, this Christmas nresent
is a commission of one-half of one per cent oil their net sales from
November 1st to December 24th.

Once a year, every worker who has worked in the store con-
tinuously, save for allowed absences, for the nast year, receives
a sum of money as Profit Sharing which is based on two things:

1. Increase of net profits of the year
over the ^receding year.

2. Increase of total net sales of the
year over the preceding year.

Of course, if there are no such increases, there is no
Profit Sharing for the year; although, the workers do not share
loses. Since the Profit Sharing System was started in 1916, there
has been a distribution each year, except one year, in which year, the
Company made a salary bonus distribution to the people to compensate
for the loss of the Profit Sharing.
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The amount of money received depends upon the persons' position
in the store on December 31st.

This system of wages and earnings makes it possible for
everyone in the store to increase his earnings according to his
ability.

The duty of discharging employes from the Jordan Marsh
organization is a very serious one. The old hiring and firing
at will methods are gone. It is impossible to tell in discharg-
ing a person exactly what far reaching effects it may have. It
may be sometime before the discharged person is able to find
another position. It is impossible to tell what effect this
discharge may have on the person's family or dependents, or what
suffering it may unintentionally cause at home. It may change
the person's career entirely for the worst* For the set re a sons

,

this matter of discharge must be given very careful consideration.
This matter is considered so important by the Jordan Marsh Co.,
that the only person who may make discharges is the Employment
Manager. He must judge each case, which comes to his attention,
very carefully, and be absolutely certain that nothing more can
be done in the store for the worker* Department Managers may ask
the Employment Division to remove workers from their departments,
or reco2iimend them for discharge, but the final decision to dis-
charge rests in the Employment Manager, He may, however, make
final decisions for discharge only on workers who have been in
the store less than three years. If the Employment Manager thinks
it wise to discharge a person who has been in the store three
years or more, he must lay this case before the board of Directors
for their decision before he may discharge such a person. The
reason back of such a rule is, that if a oerson has remained in
the store for at least three years, there must be some good in
him; therefore, great care should be exercised in considering such
a person for discharge.

The general rule in the store is, that a person must be
spoken to or disciplined by the Employment Division at least
once before he is discharged^or cause. This is in order to
give the person another chance to make good, for frequently a
worker falls behind in his work without knowing it. This is an
opportunity for the Employment Division to do some real Constructive
work in helping a delinquent worker to find, the right path.
Usually, if a person does not make good, he is disciplined by his
Employment Supervisor and transferred to another department where
he receives another chance. Sometimes a person does not do good
work because he is working on a job for which he is not adapted.
This, then, is the fault of the Employment Division and should be
rectified at once.

These rules do rot apply to people hired for temporary
Work or to cases where it is necessary to reduce help when it is
impossible to place such workers in other positions in the store.
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No regular fellow-worker may be discharged to reduce help until
every effort has been made to place such fellow-workers in some
other position in the store. These rules do not apply to cases
of dishonesty.

The evidence upon which the Employment Manager bases his
decisions for discharge is in the fellow-worker ' s record, that is,
in the worker's folder or on his ma&er record card. The folder
must contain demerit slips showing that the person has been discip-
lined by his Supervisor and for what reason, before the Employment
Manager will discharge the person.

This policy of handling the problem of discharge has many
ood results.

In the first place, there is a more intelligent handling
of all discharge cases, than there was under the old hiring and
firing system. It was obviously impossible under the old methods
to really treat such cases as intelligently, as fairly and as im-
partially as they are now, as there were not the facilities provid-
ed to do so. This has resulted in a more just treatment of the
W orker s in the s t ore

•

This has also resulted in an improved and strengthened
general morale throughout the store. Ho longer do oeopls worry
about their positions. They know that they are secure for life
if they wish it as long as they keep up the standard of work which
is required, which is not a difficult task for an ordinary person.
This feeling of freedom from unjust discharge, leaves the worker
free to apply his brain and mind to his work without worrying about
unnecessary things.

The Labor Turnover is less now. In 1919 it was 697*ercerit

for the year 1922 it was 48 per centThis is due to several causes,
one of which is that now a person is discharged only when it is
finally determined that nothing more can be done to keep that person
in the store, so that fewer discharges result which helps to
decrease the Labor Turnover. Also, on the other hand, safe in
the feeling of the security of their jobs, fewer -people leave the
store for other positions.

A better and more efficient force of people is gradually
being developed as a result of carefully weeding out the ineff icients.
This method also acts as a stimulant to sour the workers on to
accomplish better results.

As it is impossible to correctly judge everyone who is
hired, there are always some people in the store who are not adapted
for this business. It is only fair to these particular people rot
to keep them in the store any longer than possible, for undoubtedly
they would be making a better success of life if they were working
elsewhere in work for which they were better fitted. Also, it is
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obviously clear that it is only fair to the firm to let thfise kind
of workers go from the store as soon as possible, as they ire re-
tarding the progress of business in those particular Jobs in which
they are working* This is one of the results accomplished by the
Jordan Marsh Company discharge system.

Along with the subject of discharge, always arises the
question; what becomes of the worker who has given the best, years
of his life to the store, and who finally arrives at an age when
he is physically unable to perform his regular duties in the store?
Is he to be discharged as incompetent? The answer is; he is not
discharged from the Jordan Marsh Company. These cases are handled
in a far different way.

The Employment Manager gets a complete record of the work, a
report from the Health Department concerning the physical condition,
and a report from the Personnel Service Division of the home cir-
cumstances of every such fellow-worker who is slowing down in his
work because of age. These reports are taken up with the board of
Directors for decision. If the worker is still able to do some
light work in the store, he is given an easy position, called a
pension job, usually with his full salary as before. If, owever,
in the opinion of the store ohysician, the worker is physically
unable to work any more, he is pensioned off. '

1he amount of ten-
sion received depends upon the home circumstances of the worker,
and his standard of living. There is no contributing pension
payment system in the store, and although the firm promises nothing
to anyone in the way of pensions, yet in most cases where the worker
is unable to perform his duties any longer, the firm relieves him
from further work, and gives him a pension which will enable him
to keep up the same standard of living as before.

The disciplining of the fellow-workers of the Jordan Marsh
Company by the Employment Division is done very carefully and
systematically.

The purpose of this work of discipline is not only to tell
the worker of his failings and short-comings, but more to give him
helpful constructive criticisms. He is always given some specific
points upon which to build his improvement. Criticism whi chuerely
tears down is not of much value without something in it which is
constructive

•

The spirit in which this discipline is carried out by the
Employment Division Supervisors is not that of a haughty overbearing
vindictive, prejudicial person; on the other hand, this discipline
is handled in a very kindly, friendly, but firm manner. The person
who is being criticised is made to fell that to be spoken to by a
Supervisor is in itself a serious matter, but yet, this person is
also made to feel that the Supervisor is doing it for the person's
own good.
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As a general rule, a fellow-worker is never disciplined
"by the Employment Division unless he has first been spoken to by
his department head. This is for t, wo reasons : First, so as to
make the position of the department manager all the stronger with
his people as their head; second, so as to constitute the warning
by the Employment Division as a very serious and final one.

The delinquent worker is always taken into the office by
the Supervisor where he is disciplined alone. It is considered
too humiliating to the spirit of the person to discipline him in
the presence of a tnird party.

The sources from which information is obtained for this
discipline work are numerous and varied.

One source is the information obtained by the Supervisors
from the follow-up work on newcomers and permanent transfers given
on the fellow-worker' s analysis forms and supplemented by the per-
sonnel rating sheets. Special follow-ups at various times yield
important facts for this work.

Professional shoppers systematically shop most of the de-
partments in the store to test the kind of service which customers
are receiving from the salespeople. Reports of individual poor
service are always checked up with the individual immediately.

Different executives in the store as a result of their
personal observations of the work of the fellow-workers make reports
to the Employment Division.

The sales record of each salesperson supplies a very im-
portant basis upon which to work with that person for better results.
If the salesperson does not perform the task allotted, the case is
investigated by the Quota and Bonus Supervisor to find out the
reason. If it is the fault of the salesperson, he is talked to
by this supervisor in the effort to help hin succeed.

As a result of this helpful discipline work, many good
people are saved for the store from discharge who otherwise would
drop out. Many times, a person is doing poor work and does not
realize it, and all he needs is to be told about it and the right
v/ay pointed out to him. It is not the fault of some of these
people that they are not entirely satisfactory at first, due to the
fact that they do not know just what is expected of them. This
information is supplied to them by the Employment Division.

Then, also, the knowledge that one will be called to the
Employment Division to answer for poor work, which no one likes,
is an incentive to strive to accomplish one's best.

This work of disciplining aids in building up a force of
hard working, conscientious and efficient people.
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In order to carry out this work intelligently, the
supervisors must receive from the various executives in the Ftore,
correct reports concerning the workers under them. Otherwise, it
is very difficult to judge correctly the merits of each case, and
to determine justly what disposition should be made of each case.
V/hen reports are received by the supervisors concerning the per-
sonnel, they must analize each report and determine if the work
of a person reported is due to the person having been placed on a
job for which he is not suited. If such is the case, the super-
visor must study it very carefully, and find out for what kind of
work this person is best adapted, and then place him accordingly.

Such vocational or placement work is aided by the means
of transfers, which are also made for various other reasons, hen
it has been determined by the Supervisor that, the worker is on
the wrong job, the worker is transferred to another department
after this new department has been carefully selected. This is
accomplished by making out a transfer slip which gives the worker
transferred, a new number in the new department, and which also
charges the expense of his salary to the new department. After
the worker has been in this department a short time, he is care-
fully followed up to find out if he has been properly placed this
time. If not, the same process is repeated until it is definitely
certain that the worker is not adapted to the store, in which case
he is usually discharged.

There are various other reasons for transferring a person
from one department to another in the store. There are; head of
the department not satisfied with the fellow-worker's work, fellow-
worker not satisfied with the work in his department, physical or
health reasons, to help some other department, reducing help in a
department, promotion, return to regular department, executive
training course transfers, and any special reasons.

Whenever a person is transferred, that person is always
told the reason for such transfer, lest the person be under any
misapprehension or have any mistaken ideas concerning the transfer.

The Employment Division endeavors to make as few trans-
fers as possible, for when a person has learned a particular job
well, it is better to leave this person on this job rather than to
break him into something else entirely new, unless there is a good
reason for a transfer. Also, in many people who are constantly
transferred, there occurs a breaking down of spirit which results
from discouragement in being transferred from one place to another.
Such things are watched very carefully so as to prevent them. In
this respect, the supervisors try to impress on their people that
there is no disgrace in being transferred to different departments,
unless it is for poor work or disciplinary reasons. In fact, the
opposite is truej a fellow -worker is of far more value to the store
who has the ability to work in more than one department than a
person who is only able to work in one place.
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This system of placement work and of transfers obtains many
good reaults. In a store as large as the Jordan Marsh Company,
employing three to four thousand people, the payroll expense is
enormous, which expense must be watched very carefully. Otherwise,
it is very easy for the expense to become so large as to entirely
absorb all the profits of the business. As a business like this
lives only by reason of the profits it makes, it is easily seen that
in the event of the expense being large than the income, the store
would soon cease to ©cist, which would mean the loss of many good
positions to the workers. This evil is overcome by the balancing
of the pay roll in different sections of the store at different
times of the year through transferring people from one department
to another when business begins to fall off in the former department.
This means, for example, that during the rush of the Christmas
business in November and December that workers in the ready-to-wear
departments may be transferred to departments '"here the Christmas
business is being done. This cuts down the expense in those depart-
ments such as the ready-to-wear, where there is co- naratively little
business at this time. Also, this prevents hiring as much extra
help which other-wise would be necessary, which in itself saves money,
time, energy and waste.

This decrease in the hiring of temporary extra help is bene-
ficial to all of the workers in the store in two ways. First, it
gives the salespeople an opportunity to earn more money by working
in busy departments; second, it increases the profits of the business,
and therefore, the chances for profit sharing for everyone in the
store by eliminating unnecessary expense and waste which follows by
hiring extra help which is not needed.

This system of transfers assists in cutting down labor turn-
aver, because fewer people have to be hired who 'later would have to
be discharged because of the necessity of reducing help in the store.

Greater efficiency among the workers, which results in
better wages tc them, is obtained from the fact that naturally a
person does better work when placed in the job for which he is best
adapted.

The human element in any business is the most important,
the most interesting and the most difficult part of the business to
handle. It must be handled in a far different way than merchandise.
Systems and rules may be laid down to carry out certain established
policies, but since everyone is human, has feelings, and has a temper-
ament which is different from everyone else, each individual case in
personal work must be treated differently.

The very crux of personnel work is the human element.
This consideration determines the way and manner in which the fellow-
workers are handled by the Employment Division.

An intelligent, sympathetic, understanding attitude towards
their fe llow-workers underlies all of the work of the supervisors.
It is the duty of each supervisor to know as much as possible about
every worker who comes under his supervision.





« 24 *

One of the most important aims of the supervisors is to
inspire the utmost confidence in them by the workers. The feeling
that the supervisors are really ftiends of the people in the store,
is strongly emphasized. 1he workers are strongl?/ urged to come
to their employment supervisor at any tire for advice on anything,
and to settle any grievance which they may have, or to talk over any
question they may have concerning their present or future position
in the store. The supervisors are always ready to explain the
promotional plan or any of the other features which the store offers
The workers thoroughly understand that they may come to the Employ-
mend Division at any time with all complaints which will be adjusted
fairly there. The supervisors stand as a protection between the
people, and any injustice which may be threatening them in the store
The workers know that there is always someone in the Employment Divi
sion to whom they may go at any time for help, aid, or advice.

To sum up the ideals to be attained in the store by the
Employment Division; they are as follows :-

1. An intelligent force of workers*
2. Good morale throughout the store.
3. Efficiency in the rank and file.
4. Promotions within the store.
5. Maximum earnings with the minimum of expense.
6. A contented force of workers.
7. Cooperation among everyone for one interest only,

i.e#, the business,
8. Fair and humane treatment of everyone.

The Educational Department is a very important section of
the personnel division. This department is responsible for the
educational standards, the training of all the workers in the store
and greatly assists the Employment Division in a very material way
in the development and promotion of the fe llow-worker s

•

The personnel of the Educational Department consists of
eight women as follows :-

Educational Director
Assistant Educational Director
Woman for special work with

Department Heads.
Special Instructor.
Supervisor of System.
First Assistant Instructor
Second Assistant Instructor.
Secretary
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Although the curriculum of the Educational Department is as
yet by no means complete, the various courses given in this depart-
ment are very well developed.

In an organization as large as the Jordan Marsh Company,
there must necessarily be a large amount of system in order to have
the bu iness run smoothly. Although the system of salesbooks used
by the salespeople are not complicated, yet, there is so much to be
learned concerning the use of them, that it is very difficult to
obtain this knowledge when selling in the departments. For this
reason, every person who is put into a selling position for the
first time in this store, must first go to the Educational Depart-
ment. Here, the person goes through a three.-day training for store
system before he is allowed to use a salesbo^k in a sales department.
During this three-day training, the salesperson is taught as much of
the store system as it is necessary for him to know in order to per-
form his duties intelligently. iie learns the system of salesbooks,
cash register system, credits for returned goods, discounts, how to
handle customers with complaints, the store rules and regulations
for fellow -workers, and any matters of personal interest to the worker
which will help them in their v/ork. During the afternoons of this
training period, the worker is actually placed in the department which
he is eventually going to work. Here he has an opportunity to
practice the principles which he has already learned. This, he does
under the supervision of the departmental secretary, who is an exper-
ienced salesperson and whose particular duty it is in a case like this
to help the newcomer break into his new position. Any sales which
the newcomer may make during the first three days is put on the book
of the secretary. At some time during this training period, a represent-
ative from the Educational De partment escorts the newcomer salesperson
in a tour of the store, and shows him the location of his locker,
store entrance for fellow-workers , time card rack, recreation floor,
and restaurant for fellow-workers. At the end of his training, the
salesperson is given a written examination in the Educational Depart-
ment for two reasons; First, to find out how much of the system the
person has been able to absorb from the instruction received; second,
to get an estimate of the mental caliber of the person. The instruc-
tor who has had this person in charge for the three-days, writes an
estimate of the person's ability. This estimate together with the
result of the written examination is sent to the Employment Division
where it is determined as a result of these reports whether the person
is to be retained any longer in the store. These reports ^re then,
sent to the individual's folder as a part of his permanent record.

At a little later period, new salespeople are given a course
in salesmanship which is given in four lessons of one hour each. Of
Bourse, it is impossible to learn in four hours, everything about
salesmanship, but it is possible to learn the principles which gives
the new salesperson something to work on as a foundation. The Employ-
ment Division receives a report from the department mangers every two
months on the salesmanship of each salesperson.
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Those who are rated low are referred to the Educational Department
for more instructions. Thus, there is a continuous follow-up on
them.

One of the most important things which the new salesperson
learns is the store standards and policies. This is given to
them in a very splendid talk "by the Educational Director. This
is to enable the newcomer to understand what is expected of him,
and also to understand in what kind of a store he is working.
He has also explained to him the meaning of "The Jordan Marsh
Spirit," which he is urged to live up to. The explanation of
this "Spirit" is given as follows

"A Fellow 7/orker was severely criticised in the Firm's
Office. It was said of him, "That man has not caught the Jordan
Marsh Spirit, yet." The man in question had done something
which, in the eyes of the Firm is a crime, he had allowed a cus-
tomer to leave this house disappointed and dissatisfied when he
might have sent her away smiling and satisfied. In adjusting a
certain matter he had been guided by his own spirit, which in
this particular case was small and narrow, instead of being
guided by the broad and generous spirit of this house.

'^Fortunately, a few days later, this customer fell into the
hands of one of those who comprise the majority in this house,
and who are thoroughly imbued with the Jordan Marsh Spirit and
the matter was adjusted fully to the customer's satisfaction and
she was won back into the great fold of Jordan Marsh patrons.

Now what is this spirit that we all talk about, this great
"something" that is associated in the minds of the public with
the name of Jordan Marsh? It is the true, honest, sincere deter-
mination to give satisfaction to every patron of this house, no
matter how poor or humble their position may be, no matter how
little or how much they may buy.

"*If you are a salesperson and it does not lie in your power
to satisfy a customer, then call a superintendent and turn the
responsibility over to him. If you are a superintendent or a
department head and it does not lie in your power or within the
limits of your authority to satisfy a customer, then refer the
matter in question to some member of the firm, and let the respons-
ibility rest with him, but never allow a dissatisfied customer to
pass out of our doors.

^ It there is any one among us whose temperament is such that
he or she cannot let their conduct be governed by this spirit, then
let that person feel that we have reached the "parting of the ways"
and try some new field of effort. "
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In order that people, who are engaged in the selling of all
kinds of merchandise made from textiles, may sell intelligently,
it is essential that such people know something of the history, the
manufacture, the quality, and the use of textiles. To supply this
need, the Educational Department has developed some very interesting
courses on this subject which go into the matter very thoroughly.
People are selected for these courses who are in any way connected
with textiles in the store.

Courses in color and design are given to people in the store
to whom knowledge of this kind is very helpful in their work.

In keeping with the general higher standards of refinement
in the store, excellent courses in business English are available
in the Educational Department to all of the workers. These courses
are taken advantage of by the people in a marked degree.

The Educational training of the members of the Executive
Training Course, and also for those in the course of training for
buyers and assistants stands out as a monument to the highest type
of modern education in present day business. The training in
these two courses is carried out by the means of lectures given by
various executives in the store. The content of these lectures
is supplied by these executives, but the outline, the form and
method of presentation is first worked out by the Educational Depart-
ment in conjunction with the lecturer who delivers his talk to the
class on this finished product. There is also outside reading re-
quired in these courses in books selected by this department. The
aim of these courses is to fill a great need in the store, and that
is, properly trained people to fill important executive positions.
These courses are open to men and women who have the necessary qual-
ifications.

The Educational Division secures at various times inspira-
tional lecturers who give talks to the workers on different subjects.
The purpose of these lectures is to enthuse the workers, to give
them new ideas, new life and energy, and to cause them to take mental
stock of themselves.

During the winter months, the Educational Department conducts
every Wednesday for the first hour in the morning, what is known as
"The Open Door to Art." People who are leaders or artists in their
particular line come at this time and give the workers in the store
an insight into things which are outside of business, but which tend
to broaden the view of anyone. A noted violinist, a great architect,
professors from some of the large universities, and writers, represent
a few of the kind of people who come to present their talents.

All kinds of demonstrations and projects are planned and
carried out by this department. A short time ago, in order to improve
the telephone service throughout the store, the Educational Department
with the Assistance of the telephone company, put on a very interesting
and profitable demonstration inthe lecture hall before everyone in the
store who used the telephone to any great extent. The wrong and correct
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way to use the telephone was demonstrated. Soon after this, it was
found that very excellent results were being obtained in the store
in regard to the proper use of the telephone. Fewer complaints
were received from customers; in fact, many spoke about the improved
service*

Very often, lectures on errors, illustrated by means of the
stereopticon lantern are given to the workers, after which it is
always found that the number of errors decrease.

Very definite excellent results are being obtained each year
by this work of the Educational Department.

The workers are being more thoroughly trained in store system
and salesmanship. They are trained so as to become broader and more
intelligent. People are trained for their particular positions so as
to be of more value to themselves and to the store. At the same time,
they are trained to fill higher positions. This work also acts as
an incentive to spur the workers on to strive for higher things. It
gets them out of the old rut into which they may have fallen.

Research work in store education is only in its infancy now,
but an excellent beginning in this research work in the Jordan Marsh
Company has been made by its Department of Education. It is feeling
its way along slowly at first to make sure of its ground before launch-
ing out into any doubtful projects.

One very important piece of work which contributes very much
to the modern personnel work in the store is that done by this depart-
ment in assisting the Employment Division in judging the intelligence
and personality of the salespeople. This, they have a fine oppor-
tunity to do because they have each new salesperson under their su-
pervision for three days when receiving their preliminary training.
Reports of their observations are sent to the Employment Division
where they are carefully checked.

The present Health Department of the Jordan Marsh Company is
one of the most recent acquisitions in the modern personnel work.

About 1920, it was decided that the medical equipment and the
part time doctor was insufficient to meet the growing needs of such a
large organization. At that time, the location of the Health Depart-
ment was moved a short distance on the same floor, that is on the
fourth floor, main store. This department was remodelled into a small
hospital in which to treat emergency cases only, presided over by one
registered, graduate nurse. The main part of the Health Department
was then moved to the seventh floor in the Annex, and very close to the
Employment Division. The personnel of this department was made up as
it is today of the following;
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1. One permanent full time doctor as head of the
department. Another doctor working from 9,00 A. M. to 1.00
p. M. was added in Jan. 1923 as the head doctor 1 s assistant.

2. Three graduate nurses, one of whom is detailed
to the emergency room in the main store.

3. Two visiting nurses who visit employees in their
homes who are away from the store on account of illness.

4. One stenographer, and two girls as clericals.

This Health Department has a splendid equipment
for its work. It consists of a large waiting room for patients,
which is very comfofctably furnished; two treatment rooms, one
for men, and one for women; both of which rooms are equiped with
everything that is necessary to treat patients with ordinary ills;
five rooms containing beds which the workers may use at any time
during the day when necessary because of illness or of extreme
tiredness; two offices for the doctors; one large room in which
the clerical work is done, and also where the confidential re-
cords of the department are kept; and a small room where linen
and all kinds of supplies for the department are kept.

There are two main underlying policies about which
the vjork of the Health Department is built; first, all visits by
fellow-workers to the department must be purely voluntary on their
part. The Health Department may call no one to the department for
treatment. If people had to go there against their will, it would
be very difficult to obtain good results. There is one exception
to this rule, however; whenever a worker is absent from the store
for three days or more before he may return to work, that worker
must be examined by the doctor who approves his return ticket if
all right to return to work. This is to prevent a person who has
been ill from returning to work before he is strong enough, and also
to prevent the spread of disease in the store which might happen if
some people were allowed to return until they have been entirely
cured.

The second underlying policy of the Health Department
is that the records of every person who visits the department are
strictly confidential. They are available to no one outside of
the Health Department. The Employment Division does not in any
way have access to a private nature and concerns only the patient
and the Health Department. In industrial accident cases occurring
in the store, the doctor supplies the company with which the store
is insured, with only that information which is concerned with this
particular industrial accident. The insurance company must have
this information in order to handle the case properly.

The Jordan Marsh Company as a general rule does not
require physical examinations of applicants for positions except
in a few cases. Colored women who apply for positions as elevator
operators must pass a physical examination by the doctor so as to
determine their physical fitness for the job before being hired.



•tS.QVJ

Bill

OOli

on oo bii« iviw\



• 30 #

All applicants who are accepted by the Employment Division
for any positions where they handle food such as in the
fellow-workers' Restaurant or at the Rest House at Wrentham,
or at the Soda Fountain, must first be sent to the Health
Department for a physical examination. If such applicants
do not pass these examinations, they are rejected.

These two classes of workers, elevator operators and
food handlers, are the only ones in the store who receive
physical examinations when applying for work.

The Health Department supplies the Employment Divisin
with information and advice as to the placement or transfer
of fellow-workers according to their physical fitness.
Many times when the doctor approves the return to work of
a person after an illness, he advises the Employment Division
to place such a worker for a stated period of time in a pos-
ition where the work will be easier and lighter. Also, when
workers in the store come to the Employment Division with a
request for a transfer to another department on the grounds
of ill health or physical disability, such workers are immed-
iately referred to the doctor for advice. Sometimes when
a person has paid a visit to the doctor for treatment, the
doctor may advise the Employment Division to transfer this
person to another kind of a job which he recommends. Such
advice and recommendations from the doctor are always carried
out to the letter by the Employment Division.

The Helen Keller estate at Wrentham, Mass., was bought
a few years ago by the firm for the use of the fellfcw-workers
as a rest house. This house is a very important asset to
the Health Department in its work, A great many times, instead
of prescribing medicine, the doctor prescribes a rest of a week
or two at the Rest House, People who are really ill are never
sent there, but those who are recuperating from an illness or
whose physical condition is depleted by work or otherwise, are
sent to Wrentham upon the recommendation of the doctor. This is
a wonderful preventative of illness.

One of the most important duties of the Health Department
is the prevention of disease and illness throughout the store.
This is done by a careful follow up of all cases which have come
under the care of this department, People who come to the
Health Department for treatment and who should return later to
have this treatment checked up are advised by the doctor to
return again at a certain time to see him. There is a fellow-
worker in each department in the store whose duty it is to
report all cases where it appears that medical attention should
be given. This in many instances prevents serious illnesses
by taking them in time. ihe Department Manager usually in
these cases advises the worker to go to the Health Department,
which is done in most cases.
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The responsibility for the sanitary and health conditions
of the store rests with the Health Department* Cleanliness,
proper ventilation in the whole store, toilet facilities, health
conditions in the restaurant and Rest House, are a part of this
work, The doctor personally makes frequent inspections through-
out the whole store in order to determine these sanitary and
health conditions.

Very excellent results are being obtained by this work. The
Health standards have been raised to a higher degree in the last
three years. Some people who before this were ordinarily allowed
to return to work are not allowed to return to work now until
they have fully recovered from their illness. Instructions in
Health standards and in the prevention of disease are gradually
aiding in raising these Health standards.

Because of the careful supervision of the Health of the people
and the work in the prevention of disease, a more healthful group
of employees is resulting.

There is now much more intelligent handling of the placing
of workers on jobs for which they are best physically adapted be-
cause of the advice received by the Employment Division by the
Health Department. This results in a better production of work
for the business and more earnings for the worker as well as
better health for him.

The workers have the utmost confidence in the Health Depart-
ment, and in what it can do for them. Very rarely does anyone
hesitate to go to the department at once for treatment when not
feeling well. As this action is entirely voluntary, the large
number of workers who avail themselves of the services of the
Health Department is the best argument for its value to the store.

The modern personnel service Division of today grew s lowly
out of the old organization. When it was decided in 1919 to do
more extensive work in personnel service, a man replaced the woman
as head of this department. He had as his assistant a young
woman who was a graduate nurse. These two people performed all
of the executive work in this division, while the third member,
a stenographer, does all of the detail and clerical work.

In a great many organizations this kind of work is called
welfare work, but in the Jordan Marsh Co. , it is in no way
welfare work, which is carried on simply as a sop to quiet the
workers instead of paying them fair wages. In every case the
employee is paid a wage which is as large and many times larger
than the market wage for similiar work. This personnel service
work is simply a part of the modern personnel policy of the
company, which is carried out on a purely business basis, and
for good business reasons, together with a genuine desire on the
part of the management to make things more pleasant for the workers.
The real gist of this whole matter lies in a statement which the
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president of the company made recently to the executives of
the store. He said, " Ever since I have been president of this
house, I have always tried to do everything that I could to
make this place an agreeable and pleasant one for our fellow-
workers in which to work. In the future, I intend to make it
more pleasant, and also more remunerative for everyone who
works here." Everyone who heard the president make this
statement knew that it was a sincere one , and that it was meant
for the good of everyone in the store. This is the spirit that
underlies the personnel service work.

This division is responsible for the carrying out of the
mutual aid compensation system. Under this system, every worker,
who has been in the employ of the house for three months or more

,

pays a very small amount of money each month into the Mutual
Aid Association. This is a voluntary association which is carried
on by and for the workers in the store. In return for the small
premium paid monthly to the association, each worker receives
one-half of his weekly salary when ill. This commences on the
fourth day of the illness and continues for twenty-six weeks, if
the worker is unable to return to work in the meantime. The
Jordan Marsh Company pays the other half of the worker's salary
for the same time, so that in the event of illness, the worker
receives his pay in full from the fourth day of illness up to
and including twenty-six weeks. The two most significant things
about this system are not mentioned at all in the contract with
the worker. These two things are carried out by the company
of their own free will. The first is, that at the expiration of
twenty-six weeks, if the worker is unable to return to work, his
full salary is continued to be paid to him until he is able to
return. The second is that, during a worker's illness, the company
will pay his hospital and doctor's bills, and take care of his
family financially, if the worker is unable to do these things
himself.

To see that this very liberal policy of the Jordan Marsh
Company is carried out is a definite function of the personnel
Service Manager.

When the store doctor approves mutual aid for a worker, the
Personnel service Manager's responsibility is to see that it is
paid promptly to the worker. He also finds out from the visiting
nurse what the home conditions are of the fellow -worker . If
these conditions are such that they should be relieved, he makes
the proper recommendations to the firm which are usually accepted.
Personal and family conditions, needing aid are relieved in this
way by the firm thru the efforts of the personnel service
Manager

.

Fellow -workers who have personal problems for which they
need assistance from the Jordan ?Jiarsh Company are urged to
bring these problems to this man. In this respect, workers who
are in need of a loan of money are invited to bring snch
matters to the Personnel Service Division, so that the firm
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may lend the money to the workers at a small rate of interest,
rather than have the worker fall into the hands of the loan
sharks

.

The Rest House at 7/rentham is part of the equipment of the
Personnel Service Division and helps that division in its
work. There are two houses on the large Helen Keller estate
at Wrentham which the Jordan Marsh Company bought as a rest house
for its fellovz-workers . One of these houses is for men and
one for women. These two houses are splendidly equipped so as
to accommodate about forty people at once. The object of the
Rest House is to provide a good healthy place in the country
for the workers to rest and recuperate when tired out by work
or by illness, altho no sick person is allowed to go there.

The duty of filling the Rest House with these people, who
should go, falls on the Personnel Service Manager. He has
representatives thru out the store who notify him about people
who should be sent to the Rest House. By making a careful
selection from such people recommended to him, he sends many
people to Wrentham for a rest of a week or two, who really
need it. This is a good investment for the house, for it
saves many people from a break-down, and returns them to work
again with new life and energy.

When a worker is sent to Wrentham, his fare is paid both
ways, he receives his full salary while there, and has no
expenses at all at the Rest House.

Another part of the equipment of the Personnel Service
Division is the recreation floor which is located on the
ninth floor in the annex. This floor formerly was devoted to
the manufacturing of curtains, draperies and shades, and for
storage. In 1919, the firm remodeled it over into a recreation
floor for the workers. The old partitions and floors were torn
out, and the whole floor was refinished very attractively. The
floor is now divided into a large Auditorium used for dancing and
large gatherings, a Rest-room for women, a Library, a Smoking
Room for men, a Reading Room for men and boys, a Conference Room,
a Cafeteria and a Grill Room where the food is served at cost in
both places. This whole floor is for the use of the fellow-worker
only and is under the supervision of the Personnel Service
Manager. This plan fills a great need in the business life of
the workers. It gives them an excellent place in which to buy
their lunch of good food at a low cost, a place to rest
comfortable, and a place to meet their fellow-workers socially
away from their work.

To supplement this recreation floor in summer, the roof
of the annex, which is entirely flat and surrounded by a high wall
is made over into a roof-garden where the workers may rest at
noon in the fresh air.
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The Personnel Service Division supplies the Employment
Division with information which it desires concerning the workers
and their home conditions. The Employment Division uses this
information to the advantage of the worker concerned. When a
person is being considered for discharge, the home circumstances
are always considered, especially in making any decision as to
paying a certain amount of salary in advance so as to make the
worker's family suffer as little as possible.

This work of the Personnel Service Division is very much
needed in large corporations, such as the Jordan Marsh Company.
People are made much happier, contented, and satisfied, for
they are relieved in the right way from many of the things
which would ordinarily worry them. They know where they can
always obtain assistance when needed.

A great deal of good is done by the firm in the right way
and in an intelligent way. It is in no wise charity, but is
done for the good of the people and the good of the business.
The head of the department is a man of broad vision, sympathetic
towards the workers, big hearted and is always working for two
things at the same time, which are practically one, that is,
the interests of the workers, and the interests of the firm.

This personnel service work takes away the usual cold blooded
spirit of the corporation towards its employees, and substitutes
for it a warm personal regard for the workers by the corporation.

The Educational Department, the Health Department and the
Personnel Service Division work together with the Employment
Division. These four departments form the whole Personnel
Division and are responsible for carrying out the personnel
policy of the house. Aside from the special intensive work, that
each one of these departments do as their own part of the personnel
work, their relation and immediate value to the Employment
Division lies in the reports, recommendations, and special
information which they send regularly to the Employment Division.
This division is able, by using such information from these
various departments to get a broader view of many of their problems.
In personnel work of this kind, all the information available
on every problem must be used.

This modern personnel policy and administration has obtained
excellent re suitJ and has clearly proven its superiority over the
old system.

First, it has obtained better results for the Jordan Marsh
Company as a business house. In this respect, it has operated to
help in cutting down the labor turnover. Under the old system,
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the total turnover for the house ran about sixty to seventy
percent. It now runs from forty to fifty percent per year.
Inasmuch as it costs from fifty to two hundred and fifty
dollars to hire and discharge a single person, an idea may
be had from these figures of the savings in money which results
to a house like the Jordan Marsh Company, which employs about
four thousand people. This also shows how the waste and loss
due to reckless and extravagant methods of handling people are
cut down. Labor turnover figures, however, are not so
significant in themselves as mere figures showing decrease or
increase in turnover. The most important point in them is the
fact that they show either a healthy or unhealthy condition in
the company in the way in which things are managed. They act
as a guide to indicate in what direction management is progressing
As these figures are decreasing under the modern system, the
conclusion is, that the present personnel policy is on the right
track.

In addition to reducing losses from the wastes of large
labor turnover, losses from all kinds of wastes in the store
have been reduced. In the salvage department, which has a
system for saving all of the waste -paper, boxes, twine, etc.,
a great saving is made each year. The people have been
educated to save these thincs instead of throwing them on the
floor in the various departments to be walked on and destroyed.
The head of the salvage department is paid in addition to his
regular salary, a commission which is a percentage of the
amount saved each year. This commission amounts to a substantial
sum each year which indicates a considerable saving which formerly
went to waste.

The way in which this personnel policy has aided in cutting
down losses due to wastes is reflected in the increase of net
profits of the company each year. This increase of net profits
is indicated in the following way. The profit sharing which is
distributed to the workers each year is made up in part of the
increased profits for the year over the preceeding year. As there
has been such a distribution each year, except one, it shows that
there has been a steady decrease of waste which has increased
profits. It has been due in a large part to this rather than to
an increase of mark-up of merchandise, for this is practically
impossible, due to the close competition in the department
store business.

Another item which helps to make up the profit sharing
figures is the increase each year over the preceeding one of the
amount of business done. These figures indicate a large
increase in the amount of sales.

Of course, it is very difficult to state definitely
just how much this modern personnel policy has influenced
this increase in profits and in amount of sales. There are
so many other elements entering into these two items that it is
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almost impossible to pick out any single one and judge its
exact influence, but there is not any doubt that the results
obtained from the present policy have aided these things.
Almost every buyer in the store will confess that the success
of his department lies in the caliber of the people in his
department. He will say that he can buy the best merchandise
possible, at the best prices and yet cannot sell it if he does
not have the right kind of salespeople. So it is only fair to
judge from the results obtained, that a more efficient force
of workers is gradually being produced.

One of the greatest aims of every business concern is to
increase wages and at the same time decrease salary costs.
This has been accomplished at the Jordan Marsh Company. In
the sales departments, it has been done by means of the quota
system. This system is based on the salary cost of the previous
five years. The result is that when a person sells beyond his
quota, he receives a commission on the excess, which results
in more money for him and a decreased salary cost to the firm,
due to the increased sales. In the non-selling departments, the
same results are obtained by standardizing the work and in paying
a bonus for doing more than the standard amount. For instance,
truck drivers receive twenty-one dollars per week as regular
salary. They have a boy to help them who is paid fifteen dollars.
If the driver will do the work without the boy, he receives six
dollars per week extra. In addition to this, the driver also
receives a bonus of fifty-two dollars every six months provided
he stays on the job that long. In this way the driver 1 s pay is

increased from twenty-one to twenty-nine dollars per week, at
the same time the company makes a saving also.

There is no doubt but that one of the greatest results
which the company obtains is the fact that this modern policy
is producing a more loyal force of workers. The decrease in
labor turnover indicates this, as fewer people are leaving the
company. Where formerly it was not customary to hear the

workers speak very enthusiastically about their work, or any
of the features of the store, the opposite is true now.
Everywhere one goes all over the house, one hears voluntarily
from the workers what a wonderful place it is to work. It is

very easy to see how interested everyone is in his work and in

all of the features which the store offers. It is very seldom
that any worker is heard to criticize the company in a

disloyal manner.

An improved morale is very evident among the workers.
Discontent and discouragement are rare things. The people work
in pleasant surroundings, and due to the promotional plan, they
have something to take them out of any ruts they may have fallen
into, and they now have something very definite for which to
work. This morale is absolutely essential in such a large
force of workers in order for the company to have the work
done most efficiently



no







* 37

Second, the employees or fellow-workers have greatly
benefited from the results of this modem personnel policy.
In addition to wage increases which have been given from time
to time all over the store, earnings have been increased due
to the quota bonus and profit sharing systems. The majority
of the workers earn extra money in this way for these systems
have been very successful. Most of the salespeople earn
money on their quota. Profit sharing has been paid every year
since it started except one year, in which a salary bonus was
paid to compensate for the loss of the profit sharing. Substan-
tial increases are now given with each promotion to a higher
position. It is the earnest desire of the firm to have every
person earn as much money as he is capable of doing.

Under the promotional plan, the workers have a decided
advantage over the old system. Now they have the preference
for all of the higher positions. This means that the future
of everyone in the store is assured of, providing they
perform their work satisfactorily and are capable of being
promoted. This promotional plan is one of the greatest and
most important items of this modern policy.

Better working conditions for the workers are in effect
all over the store. This was emphasized very strongly
recently when the working conditions of the store was closely
inspected by a representative from the Consumer's League of
Massachusetts. She included in her report to the League that
the working conditions in the Jordan Marsh Company store were
excellent, and were far ahead of those of any other store
which she had seen in Boston. She reported that she found
no conditions which she could criticize.

The result of having such a place as the Personnel
Service Division to which workers may go and apply for
personal relief when needed is shown by the effect it has
upon the people. In having a place like this to go, with all
their private home troubles, for which they can obtain relief,
is like casting it from their minds entirely. This gives the
workers the feeling that the company is very human and is really
interested in them. It also leaves them with a free mind for
their business, which is necessary for them, in order to
progress in the store.

The workers know that they have permanent positions which
they may hold indefinitely without the fear of unjust discharge,
which is impossible under the present s:rstem. They also know
that they may go to the Employment Division at any time for
assistance or with complaints, where they will receive just,
fair and impartial treatment.
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The workers are given opportunities for more education
in the store. Many have been unable to receive as much
education as they would like, but now thru the opportunities
offered them by the Educational Department, they may fit
themselves for higher positions on store time without cost
to them, and without loss of pay. If they wish to secure more
education outside of the store, they are given helpful advice
by the Educational Department and by the Employment Division,
as to the courses given in the various evening schools in and
about Boston.

One of the most important ways in which the workers are
benefited by this personnel policy is thru the Health
Department. It is very difficult to tell if the Health
Department pays from the standpoint of profit in dollars,
because it is almost impossible to evaluate its results in
this way. The president of the Y/alworth Manufacturing Company
expressed this idea clearly when he said that he did not know
if a Health Department pays, but a business house ought to
have a Health Department, because it is the right thing to do.
This may be better shown from the individual case rather than
that of a group, for definite improvement can be shown in the
physical condition of individual cases.

The Jordan Marsh Health Department has in its files the
records of an interesting case which illustrates this point.
A cashier left the store because of a nervous disorder, and
went to a sanitarium for a year. She then went to two
hospitals for treatment. The final report on the case was,
that there was one of three things to do: 1. To work a little
longer with the girl. 2. Drop the case entirely. 3. Commit the
girl to an institution. The girl wanted to return to work,
but the doctor in the Health Department said that there was no
justification upon which to return her to work. The president
of the company wanted to know if anything more could be done
for her. So she was sent to a specialist in nervous diseases,
who advised putting her back to work in this store on half time,
which was done in order to help the girl if possible. This act
of placing her back at work gave her confidence to do something.

This case was very carefully followed up by the Health
Department so that in a short time she was working on full time,
and her pay was increased in six months, because she was doing
such good work. The store spent a large sum of money on this
girl in trying to get her in condition to work, but it was all\/
done to help the girl which was worth the money spent.

Another example was that of a salesgirl whose state of
mind was in a depressed condition, due to illness. She visited
several hospitals and doctors. Finally, she was returned to work
under the supervision of the Health Department. The result was
that under their guidance and treatment, that this girl soon
entirely recovered, and was later cited in the store paper in
the honor roll for good service to customers. An important

point which should be brought out in these cases is that it is of
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distinct profit to any individual who is ill to be able to talk
to a nurse or a physician. The psychological effect is great.

These two cases which have ju3t been d escribed , illustrate
cases which occur quite often, and shews the benefit which the in-
dividuals derived from the treatment from the Health Department.

Improvement can also be shown in less difficult cases, but
it is more difficult to evaluate the benefit, altho, it is there
just the same. The workers are benefited by being put into the
proper physical condition more quickly by the Health Department and
put back to work again in their former positions. This is especial-
ly true in respect to treatment of injuries.

Third, the general public at large has benefited in some
measure by this i..odern personnel policy. This should be so, because
the Jordan Marah Company has grown to such a large proportion in size
that it takes on some of the aspects of a public service corporation.

Customers are pew receiving more courteous, intelligent treat-
ment and better service in all departments of the store. This is
indicated to some extent by the enormous increase in business since
1919. People will not continue to tr<ade at a store 7/here the treat-
ment of customers and the service is not good.

Reports from the large number of professional shoppers, who
are employed by the store to check up the service in the sales depart*
ments, show a steady increase in the quality of service. Following
is a typical report from a shopper.

Name - De<t. # - S.P.-#

" Our shopper reports receiving excellent service
when she purchased from you recently. Weare glad to
know that you have the customer's needs in mind and
give her the feeling that you are interested in having
her suited.

She liked your interest in her, your courteous
manner, and businesslike appearance. "

These reports, both good and bad, are always sent to the
salesperson concerned in order that he may know what kind of service
he is giving. There is a long list of names which is published in
the store magazine each month in the honor roil column for good
servic e

•
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As a result of the education and training which the sales-
people receive, the customers obtain better and ..ore intelligent
advice in purchasing « Many customers prefer to rely upon the
judgment and selection of merchandise for themselves by the sales-
people, as they r eally do know and are able to judge what kind of
merchandise is best fitted for each particular case. This phase
of service to the customer is being developed very fast, and is of
immense value to the purchasing public.

This better service and advice to customers in purchasing
are very strongly emphasized in letters of c ommendation which are
received every day by the Firm from large numbers of customers

The elimination of much waste and unnecessary expense in
the store has resulted in many economics and savings which have been
passed along to the public in the shape of lower prices of merchandise.
The aim of the Jordan Marsh Company is to give the public the best
merchandise possible at the lowest prices. The merchandizing motto
of the store, "Uever Undersold," is carried out to the letter. iTo

other store in the city is ever allowed to undersell them. Such a
policy can only be carried out in store where expense is at a min-
imum.

It is very essential to the public health that an organization
consisting of about four thousand people be composed 01 a healthy group
of people. The public are insured of this fact in the Jordan Llarsh
Company because of the standards set by the Health Department, and
their careful supervision ovev che health of all the \ orkers.

The question is always present in personnel • ork as to when
the saturation point has been reached. During the World War, ma.ny

large business houses developed their personnel organization so intensive-
ly that not only did they reach the saturation point, but they went so
far beyong it, that after the war, the organisation was so top heavy,
that they had to tear it to pieces so as to resume work again on a
normal basis.

The opposite has been true of the development of the personnel
policy in the Jordan Llarsh Company. The development in that company
has been so gradual that the saturation point has not yet been reached.
It was deemed wiser to go slow in this work so as to be sure that what
was being done was the right thing for the organization.

The future development of the personnel policy and administration
will probably continue along the same general line, along which it has
been progressing since 1919. There is s till a great deal more work to
be done in the Jordan Marsh Company before reaching the saturation point.

The Employment Division has still one large piece of work before
it in the making 01 a job analysis of the sales departments in v.hich
comparatively little work has been done yet. It is a difficult thing
to do because of the difficulty in standardizing and classifying the work.
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This will, undoubtedly, be worked out sometime in the near future,
• as it would be of immense value in the store promotional plan.

Practically little use is . made /Hw of ment- l tests in hiring.
Standards for these tests are being worked on r u so as to provide
basis for judgment. Mental tests wili probably be used sometime
in the future to aid in determining an applicant's fitness for a
position in the store.

The selection of better types is one thing which -..ill be
stressed on much more in the future6^Ihari j £ven is new. In order
to determine .'..ore accurately a peraon^a appearance before hiring,
some means will be devised so as to have the . omen, applying for
positions, remove their hats and coats. This will give the hiring
supervisor, a better opportunity to judge the applicant's type. More
refinement is needed in the types hired. Culture and education will
be essential requirments of people hired in the future. The Education-
al Department will wor-: more intensively in this direction in assisting
The Employment Division to check these points.

The promotional plan in the store will be developed in the
highest degree ./.ore than what it is now so as to give women better
oprjortunities for promotion. This will b e ca.rried out by extending
the executive training course for women so that it will be on the
same basis as the one for men.

Seme of the forms used by the Employment Division., such as
the application blank, follow-up forms, promotional forms, need to be
revised in order to better fit the present needs of the work.

Here instruction and t raining should be given t o the depart-
ment heads so that they may use more intelligence in properly filling
out the personnel rating sheets and the other follow-up forms of the
Employment Division. More work must be done in this direction in
order to obtain the most correct information which it ie possible to
get. This is absolutely essential if the best results are to be had
from this personnel « ork.

The rule that the Employment Manager may net make any dis-
charges of people who have been in the employ of the store three years
or more without referring the case to the directors, should be changed,
to read five years. A waste of time is involved here. Also, a man
who is capable of filling the position of Employment Manager should be
capable cf deciding upon the discharges of people who have been in the
store up to at least five years.

The work of the Educational Department is as yet by no means
complete. More intensive work will be dene in the future among the
junior workers in the store. These younger people need to be worked
with more, in order to develop them further. They should have more
education to broaden them and to train them for promotion to higher
positions in the store. They know comparatively little about store
system which they should know well in order that they may do their work
more intelligently. The Educational Department will develop sometime
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in the future a course for the juniors in the inspection of the
salescheck. This will cut down the number of errors on the sales-
checks. A course of -this kind will also train the younger workers,
such as, cashiers and inspectors, to do better work when they are
promoted to sales positions.

There is also a great deal of more intensive work for the
Educational Department to do in the education and training of the
salesforce. Instead of trying to teach the principles of salesman-
ship in four lessons, a longer and mere intensive course of twelve
lessons, presented in pert by project methods, will be developed.
Mere training in selling and real salesmanship is gr.atly needed, for
there is even now too small a percentage of the sales which show
suggestive selling.

The three day training period ior new salespeople in the
Educational Department will be changed so as to alio;, t<me for more
intensive work in training. Less time will be spent during this
period in the sales department but more time will be spent in the
Educational Department. The 'correct way to make out saleschecks
and to use the cash register will be emphasized more. This should
result in better service to customers and in a decrease of errors.

Tl?e courses in eclor and design should be expanded so as to
teach better combinations of colors in all kinds of yard goods and
in ready- tc-wear merchandise. The salespeople should be taught more
thoroughly what is best to recommend to each individual customer. In
order to do this, balance in content and color combination should be
studied.

More education in store decoration a.nd in display of merchan-
dise will be worked out for the salespeople.

Courses in business management, the broad methods of hand-
ling the business, and in the development of merchandizing should be
given to the buyers in the store.

The executives of the non-selling departments should be
given the opportunity of education in general business management
courses

.

Mo_-e educational work will be done in the future a.mong
the rank and file in the non-selling departments. They should know
something of the history and growth 01 the store; should have more
intensive training for their particular jobs; i nd should hove more
training to fit them for promotion to higher positions.

The work of the Health Department is still slowly progress-
ing. One step in the right direction in the near future will be the
establishment 01 a Dental Clinic in the He 1th Department for the bene
fit of all the fellow workers. This is absolutely essential in the
kind of health work which the Jordan Marsh Company is doing for its
employees, for it is widely recognized that the condition of a person'
teeth influences his health.
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Physical examinations of all people hired for positions in

the store will probably come sometime in the future. It will not

be very soon because this is a matter which is a very delicate one,

and is one which requires very careful consideration as to just how

it should be put into operation. Examinations Of this kind as a

prerequisite for hiring would be a protection for the individual, the

other "fellow workers, and for the purchasing public.

One of the most important pieces of work of the Health Depart-

ment in the future is the development of more intensive work in the

prevention of illness in the store. Research \.ork into the causes

of illness will be made the basis of this effort to eliminate sick-

ness and disability. This work of keeping the worker on the job in

good physical condition is of immense benefit, not only to the company,

but to the individual as well.

Exactly how far this personnel v. ork will progress in the future,

no one can now predict, because it depends on so many different things.

There is no douot but that it will go far beyond the point which it

has reached now, for the person who today is going into department

store work is a more intelligent and better educated person then the

kind who used to go into this work ten years ago. This feet, together

with the fact the general plans of business is being gradually raised,

demand more than ever intensive personnel work of the highest order.

The following list of books is considered a good representative
list of books to be read and studied in connection with employment
practice, and in working out personnel problems. These books are
used in a great many business administration schools, such as
Boston University. A great many of them are also contained in the
business libraries of many industrial concerns; for instance, the
Jordan Marsh Company has many of these books in their library which
are consulted a great deal, not only by executives of the store,
but also by other people who are interested in personnel problems.
The Employment Manager has a number of these books from time to
time on his desk, wnich are frequently consulted by members of his
department.

ile some of these books are purely theoretical yet a great
many of them are very useful in solving practical problems as they
contain a great many personnel problems which arise in business,
with a good theoretical background.

Such books as those written by Daniel Bloomfield, and also
Meyer Bloomfiela, Frank B. Gilbreth, E. D. Jones and Tead & T.etcalf
may be found iniriost any good library, particularly in up-to-date
business libraries.
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Author

Adams and Sumner
Allen, Charles P.
Bassett, William R.
Blackford, Catherine
Bloomfield, Daniel
Bloomi'ield, Daniel

Bloomfield, Daniel
Bloomfield, Daniel
Bloomfield, Meyer
Commons, J. R.
Commons, J. R.
Commons and Andrews
Dennis on, Gay and Kendall
Diemer, Hugo
Emerson, Harrington
Prankel and P lei she

r

Gantt, H.L.
Gantt, H.L.
Gilbreth, Frank B.
Gilbre th, Frank B.
Gilbreth, L.M.
Hollingsworth, H.L,
Hollingswortn, H.L.
Hoxie, R. P.
Jones, E. D.

Kelly, Roy
Kelly, Roy
Leitch, John
Lichtner, Wm. 0.
Link, H. C.
Merrick, Dwight V.

Morris
Simons, A. M.
Slichter, S. ti.

Tead, Ordway
Tead and Metcalf
Van Deventer, John H.
Watkins, Gordon S.

Webb, Sydney

Title

Work and Wealth.
Instructor, Man and the Job,
When the Workmen Help you Manage.
The Job, the Man, the Boss.
Employment Management
Financial Incentives for Employees

and Executives. .

Labor Maintenance
Problems in Personnel Management
Management and Men
Industrial Good Will.
Industrial Government.
Labor Legislation
Profit Sharing
Factory Organization and Administration
Twelve Principles of Efficiency
The Human Factory in Industry
Organizing for Work
Work, Wages, and Profits
Applied Motion Study.
Motion Study
Psychology of Management
Vocational Psychology
Judging Human Character
Scientific Management and Labor
The Administration of Industrial

Enterprises
Hiring the Worker.
Training of Industrial Workers
Man to Man
Time Study and Job Analysis
E oloyment Psychology
Time Study as a Basis for Rate

Setting
Employment Training
Personnel Relations in Industry
The Turnover of Labor
Instincts to Industry
Personnel Administration
More Work per Man
Introduction to the Study of

Lab or Pr ob lems •

V/orks Manager Today



I



45

This system of personnel management as carried on in the
Jordan Marsh Company organization has been worked out very
carefully to suit its needs, after investigating many other
large houses tnroughout the country.

Other stores throughout the country v-fhere similar good
personnel departments are found are as follows :-

Altiiough each one of these stores do not nave a personnel
system as large and comprehensive as that of Jordan l

;arsh
Company, yet each one of them have a great many good points
that can be studied to much advantage. One important point
in each one of these stores to be noted is the fact that
although the personnel system may not be as yet entirely
complete tne personnel men in each of these stores are very
good executives, and are doing very splendid work along
personnel lines.

The following stores have exceptionally good personnel
management system:

-

R. H. Macy
Bamberger
Abraham & Strauss
Curtis publishing Co.
Strawbridge - Clothier
Wanamakers
Lord & Taylor
Best & Company
Halley Brothers
May Company
J.L.Hudson Company
Mandell Brothers
Carson, Pirie & Scott
The Boston Store
Marshall Field Co.
Kaufmann 1 s

Rosenbaum Company

Mew York City, N#Y.
Newark, N«J«
Brooklyn, N.Y.
Philadelphia, Fa.
Philadelphia, Pa.
Philadelphia, Pa.
New "ork City, N.Y.
New York City, N.Y,
Cleveland, Ohio
Cleveland, Ohio
Detroit, Michigan
Chicago, Illinois
Chicago, Illinois
Chicago, Illinois
Chicago, Illinois
Pittsburgh, Pa.
Pittsburgh, Pa.

R.H.Macy
Bamberger
Abraham & Strauss
Curtis Publishing Co.
wanamakers
Lord & Taylor
J. L.Hudson

New York City, N.Y.
Newark, N.J.
Brooklyn, N.Y.
Philadelphia, Pa.
Philadelphia, Pa.
New York City, N.Y.
Detroit, Michigan
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