
Boston University

OpenBU http://open.bu.edu

Boston University Theses & Dissertations Dissertations and Theses (pre-1964)

1955

A study of the techniques for building

morale used by business and industry

which can be applied to personnel

administration in education

https://hdl.handle.net/2144/6462

Downloaded from OpenBU. Boston University's institutional repository.





First Reader: 

Second Reader: 

Mark Murfin Ed.D. 
Associate Professor of EJucation 

B. Alice Crossley Ed.D., 
Associate Professor of Education 



ACKNOWLEDGEMENTs· 

The authors of this thesis are deeply grateful for the 

assistance of the many people who gave so generously of their 

time, knm.,ledge, and resources. They especially wish to thank 

Dr. Mark Murfin, Associate Professor of Education, Boston Uni

versity, for his enthusiasm, interest, and advice. They also 

wish to express a debt of gratitude to Hiss Ruth G. Hedden, 

Assistant State Librarian, who made available the resources of 

the Massachusetts State Library and its inter-library loan fa

cilities; and to Mr. Thomas Barrette, Instructor, Harvard Gradu

ate School of Business Administration, who made available the 

resources of the Baker Library at Harvard University. 

The authors are particularly indebted to the following 

people and the companies -vrhich they represent, for \vithout 

their cooperation, this study would not have been possible: 

Hr. Richard Holman, Manager of Supervisory Training, American 

Airlines Inc.; Mr. c. F. Young, Personnel Director, BOP, Gener

al Motors Company; Mr. John Ahern, Vice-President New England 

Electric Co. Inc.; Miss Helen Kroepsch, Administrative Assist

ant, Personnel Department, John Hancock Life Insurance Company; 

Mr. James v. MacDonald, Manager of Advertising and Promotions, 

The Boston Edison Company; Miss Rose Kane, General Traffic 

Staff Assistant, Fersonnel Department, New England Telephone 



and Telegraph Company ; Mr . William s. Hughes, New England In

dustrial Relations Advisor, The Socony-Vacumn Oil Company Inc.; 

Mr. Norman Randall, Public Relations Director, and Mr. Charles 

F. Rock, Administrator of Communication and Education, Person

nel Department, General Electric Company; and Mr. Morgan Pear

sall, Chief of Industrial Relations Organization, Western Elec

tric Company. 

Lastly, the authors wish to express deep appreciation to 

Miss Margaret L. Baril of Methuen, Massachusetts for her skill, 

patience, and cooperation in the preparation of the typewritten 

manuscript. 

f 







CHAPTER I 

INTRODUCTION 

This thesis will examine the nature and value of conscious 

morale building programs and will consider the ways in which 

these programs may be applied to personnel in education. Be

cause research in education reveals no title completely devoted 

to a comprehensive morale building program, the authors turned 

to studies of big business and industrial practices which were 

known to exist. In order to provide a proper understanding of 

the conditions which required business and industry to give 

great attention to the problem of morale building, the bibli

ography will contain several entries dating back to the nine

teen hundred and twenties when consideration was first con

sciously centered by them on these areas. A parallel is im

mediately apparent between industry, when it devoted itself to 

such things as plants, equipment, blue prints for production, 

and the like, and education, now, which is centering its atten

tion on new buildings, modern curriculums, and equipment •. 

This study will then trace the progress of big business 

in its recognition of the human factor and will show how this 

great force was harnassed and directed as an energy greater 

than that provided by any machine. A review of interviews held 

by the authors with key personnel executives in major busin esses 

and industries will be presented to determine the success of 
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century has taken on a new bigness which was developed on an 

' entirely new scale since steam and electricity were harnassed. 

The day has passed when the shoemaker ran a shop whose hours 

he set and whose end product he began from raw material and 

worked by hand through each stage of production. The new in

ventions multiplied a man's productivity by many times. The 

era or big machines, big plants, big markets, and tremendous 

production was underway. Scores of new, improved, and lower 

priced products appeared on the market and an eager world waited 

to buy them. The workers iD these great industrial organiza

tions, whose plants spread like a chain across the nation were 

materially much better off than in the days of hand craftsman

ship. "Their diet, their clothing, their shelter, their en

tertainment, and their ability to expand their geographic hori

zons through travel, reached proportions that before could only 
1/ 

belong to the rich. tt-
2/ 

However,- despite these vast improvements in the worker's 

way of life, as a result of big business, something was happen

ing to the worker. His attitudes toward his job were changing, 

indeed, there were marked signs of a loss of the old pride in 

craft and an increase of the feeling that his part in production 

1/E. K. Hall, 2£• cit., P• 6. 

g,/Henry s. Dennison, "The Need for an Applied Psychology of 
Organization, n Convention Address Series, Number 13, American 
Management Association, New York, 1922, p. 3. 
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In order to achieve the desired goals of modern public 

education, administrators must place strong emphasis on a 

humanized philosophy of personnel. They must develop compre

hensive personnel programs designed to bring satisfaction to 

the staff, unity within the system, and an enthusiasm for the 

achievement of our democratic goals. 
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CHAPTER II 

REVIEW OF RESEARCH ON THE 
FOUNDATIONS OF MORALE BUILDING PROGRAMS 

1. Introduction 

This chapter will review many definitions of the word 

morale in order to show its complexity, and the complexity of 

the human drives, needs, wants, and attitudes upon which high 

morale is based. It will demonstrate that morale building pro

grams are rounded upon scientific research and not upon so

called common sense notions. The chapter will conclude with 

a presentation of the symptoms of low morale which will exist 

whenever these scientific findings are ignored. 

2. Definitions of Morale 

It must be established at the outset that the term morale 

is a multifaceted one or enormous complexity. To choose a 

single definition and rule out all others would be an irrecon

cilable error. Many definitions will be reviewed here; no one 

of them is meant to stand alone. These will serve, merely, as 

a frame of reference for understanding the term. It will be

come evident that there are many intangible connotations of the 

term for which the administrator must develop a feeling, based 

on an ability to be in tune with the humans he employs, as 

well as understanding the meaning of the word through his in

tellect. 
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Major J. J. Donovan, First Army Corps Morale Officer, 

said, "'Morale has been described by one general officer as a 

mental state which determines, in a large measure, the degree 

of success that will be obtained. Another general officer has 

stated that without morale, material is of little value, and 

that morale is to material as three is to one." y . . 
I. L. Child has presented three descriptions of phases of 

morale, as seen from the psychologist's point of view. 

1. Individual-Organic Emphasis.-- Here the term morale 

refers to a condition of physical and emotional well

being in the individual that makes it possible for 

him to work and live hopefully and effectively,-

feeling that he shares in the basic purposes of the 

group of which he is a member. This makes it possible 

for him to perform his tasks with energy, enthusiasm, 

and self-discipline, sustained by a conviction that, 

in spite of obstacles and conflicts, his personal and 

social ideals are worth pursuing. 
31 

2. Group Emphasis.-- Here Child refers to the conditions 

of a group where there are clear and fixed goals that 

are felt to be important and integrated with the 

ynconferences of the First corps Area Morale Officers," 
Tstenographic Report), u. s. Army Publication, Boston, May 26-
27' 194-1, p. 7. . 

gji. L. Child, uMorale: A Bibliographical Review," Psychologi
cal Bulletin, 1941, 38:395-98. 

3/Ibid., pp. 400-405. 
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education has been the fact that the stimulation of work ef-

ficiency has, too long been considered as merely a matter of 
1/ 

common sense. Dr. Gross- cites five of these notions and shows 

the fallacy of each. He states that: 

1. Many administrators have the notion that the efficient 

way to run an organization is to have detailed job operations, 

a strict chain of command kind of relationship, and close super

vision. However, a number of research studies show that, in 

general, the lessening of pressure results in higher producti

vity. 

2. Many administrators have erred in the belief that most 

people who participate in a given group are basically similar, 

in that they want to be members of the group for the same rea

son. However, research has shown that the basic wishes of men 

operate toward different self-set ends. To think in terms of 

groups, and not in terms of the individuals who comprise the 

group, is to invite catastrophe. 

3. Administrators have been prone to believe that leaders 

are born, not made, and that this quality of leadership can be 
y 

transferred to all phases of his duties. uHowever, research 

has shown that some men are leaders in the sense that they have 

sound ideas; some are leaders in the sense that they have tech

nical skills; some are leaders in that they have human relations 

1/Neal Gross, "Human Relations and the Wishes of Men,u New Eng
land School Development Council, Spaulding House, Cambridge, 
Mass., March 20, 1953, pp. 11-20 passim. 

2/Ibid., pp. 15-16. 
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affect the security of subordinates. The first, and the one 

which he considers as most important, he refers to as atmosphere. 

This is the general manner, behavior, and attitude of adminis

trators toward their workers. The employee feels insecure, un

less he knows that his work and job activities meet with the 

approval of his superiors. 

The second requirement for security, according to MacGreg

or, is the employee's need to know and understand what is ec

pected of him. There is considerable information which the 

organization should constantly present to the employee, so that 

his feeling of security is stabilized. He should know not only 

the rules and regulations of his company, the requirements of 

his job, and his possibilities for promotion;; he should know 

the policies of his company and at all times, he should know 

whether or not his work is satisfactory. 
11 

The third source of security stems from consistency of 

discipline. Just as it is important for an employee to be 

praised for work well done, it is also important that he be re

proved in the right way for violations of principles which were 

previously explained and understood. Insecurity arises among 

employees when they realize that their superiors have permitted 

them to do things which were not looked upon favorably by man-

agement. 

1fDouglas MacGregor, "Changing Patterns in Human Relations ,. 
Conference Board Management Record, No. 9, New York, (19503, 
12:;322 ff. 



1/ 
B. Social needs.-- An important outcome of studies- of 

needs and motivation in relation to morale is the finding that 

successful administrators achieve good results by paying atten

tion, not only to the employee as an individual, but also to 

his relationships and interactions within the group to which he 

belongs. 
y 

The effects of the interaction of employees within groups 

cannot be overlooked in a study of morale. The effect of the 

impact of members of a group upon each other and upon their 

action as a group is called the social climate. One of the 

earliest and most striking studies which investigated the social 

climate was begun at Western Electric Company's Hawthorne Plant. 

This study, referred to as the Illumination Experiment, was 

part of a research program on the factors in the work situation 

which affect the morale and productive efficiency of workers. 

This research was conducted by Western Electric Company in eon

junction with the National Research Council of the National 

Academy of Sciences. Yt was continued with the cooperation of 

Harvard University and lasted from 1920 to 1933. 

The summary of the Illumination Experiments is as follows: 

(1) In the experimental group, where light intensity was in

creased, production also increased. However, production did not 

1/T. N. Whitehead, nsoeial Motives in Economic Aetivities,n 
Journal of Occupational Psychology (1938) 12:271-272. 

gjttHuman Relations Program,n Executive Training Program, Wes
ter.n Electric Co., Printed in U.S.A., Feb. 15, 191+9, Chapter 2, 
p. 1. 
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y 
The development £! positive attitudes.-- An attitude is 

a readiness to react in a characteristic way to a particular 

person or situation. In other words, the individual has a pre

conceived viewpoint which affects the v-ray he sees the situation. 

A favorable work attitude increases cooperation and production 

and reduces dissatisfactions. It is important, therefore, that 

the administrator understand how attitudes develop and how he 

can influence them. 
2/ 

Attitudes- are formed on the basis of past experience. 

These experiences may be cumulative over a long period of time 

or may be formed in a shorter term. In the latter case they 

are usually of a forceful or emotional nature. Frequently at

titudes are taken over from a person of importance, or the 

group's attitude is adopted which indicates a desire to conform 

due to social pressure. The administrator who sets out to in

fluence attitudes should understand that they are caused, and 

that he can work with these causes through the satisfaction of 

human needs described earlier in this chapter. Since attitudes 

usually have an emotional content, they can be influenced by 

appeals to emotions; such as, indications of friendliness and 

individual discussions in which the holder of an undesirable 

attitude is encouraged to talk freely. 

1/ffHuman Relations Program,'t Western Electric co., .2P.• cit., 
Chapter 5, p. 6. 

g/Ibid., Chapter 5, p. ?. 
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stopped their pay. Most people have to work in order to buy 

the necessities of life. This, however, is not the whole story. 

Surely, men work for money, but they work for many other things 

as well. People also work for prestige, position, and love of 

their work. These factors are undoubtedly more important to 

most people than markedly greater income • 
.!1 

From a review of problems in industrial relations, the 

conclusion is reached by Simpson that attitudes of too many com

panies toward human relations all too often seem to boil down to 

an unexpressed formula of, ttGive 'em a decent paycheck,--that's 
y 31 

all employees are interested in."' Seldom will money operate 

as an incentive as neatly as the classical economists predie:t. 

Their prediction is that people will always work for their ra

tional advantage. However, the behavior of people is not al

ways this rational. This fundamental generalization of tradi

tional economists has been questioned by social scientists and y 
psychologists alike. Whitehead concludes that the basic psy-

chological generalization of economics which makes wages the 

basic source of incentive has exhausted much of its usefulness 

at the present time. This clash of opinion between psycholo

gists and classical economists has led to many interesting 

studies. 

yH. G. Simpson, "Humanized Industry--A Management Must," 
Forbes (Sept. 1948) 62 :·15 •. 
Y,Ibid., p. 16. 

3/S. P. Hayes, .Tr., "Same Psychological Problems of Economics," 
Psychological Bulletin, (1950) 47::289-92. 
V'T. N. Whitehead, 2£• £1i., p. 279. 
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1/ 
A survey,- conducted by the Opinion Research Corporation 

in 1947, showed that thirty-six out of fifty manufacturing 

plant executives held the opinion that (1) money alone is the 

answer, or (2) money is by far the chief thing for increasing 

production •. 

The possibility that executives tend to assign a higher 

degree of emphasis to compensation than do employees is illus-
2/ 

trated by an investigation reported by s. Fosdick- to the 1939 

Convention of the National Retail Dry Goods Association. In 

this study three thousand employees and their executives, repre

senting a nationwide sample, were asked to rate eight morale 

factors. Credit for all work done was assigned first place by 

employees and seventh by executives. Job security, as defined 

in this chapter, was rated as second in importance by employees 

and was selected as the least important factor by executives. 

Management's tendency to consider pay as of prime, if not sole 

importance, is revealed by the selection of this item as number 

one on the executives' list and third on the employees' list. 
3/ 

A survey, conducted by the National Industrial Conference 

Board shows that administrators can and do err in their apprais

al of what employees really want. Employees and their top 

lf''Productivity m d the Worker,tt Opinion Research Corporation 
Monograph, Princeton, University Press, 1947, p. 15. 

g/s. Fosdick, "An Address to the National Retail Dry Goods As
sociation,u reprinted in part in Industrial Conflict, G. w. 
Hartman and T. Newcomb (Eds.) The Cordon Co., New York,l939,pp. 
118-20. 
3/S. Avery Raube, "Factors Affecting Employee Morale,n Conference 
Board Re4orts, No. 85, National Industrial Conference Board, New 
York, 19 7, pp. 20-25. · 
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