
INDUSTRIAL RELATIONS MANAGEMENT

By WILLARD E. HOTCHKISS

IT is now many years since the late
Frederick W. Taylor gave scientific
setting to the thought that manage-

ment should plan work and workers do
it. At about the same time that Taylor
and the engineers were heralding scien-
tific management, efforts to approach
labor from the service angle were being
organized here and there in the form of
so-called "welfare work?' In individ-
ual cases in which details were handled
with wisdom and skill these early ap-
proaches, each in its way, met with
some cooperation from groups of work-
ers. Both, however, called forth em-
phatic opposition from organized labor.
In several historic cases, welfare activ-
ity figured as a direct stimulus to union-
ization and conflict.

Employment management, the next
logical step in the development of la-
bor policy, represented to some extent
a convergence of the scientific with the
human approach. Unlike many schemes
which have proceeded merely from a
vague desire to progress, employment
management was supported by a defi-
nite business motive, later augmented
by public necessity. Attention given to
labor turnover in the decade before the
war revealed large items of cost from
this source, which it was shown could
be greatly reduced by wise selection and
placement. When the war came and
produced acute labor shortage, turnover
became a national menace.

Under stress of war emergency, em-
ployment-management courses were or-
ganized and a multitude of "hot-house"
employment managers were hastily fed
into industry with but little reference to

previous policy or condition in the con-
cerns to which they came. The busi-
ness boom following close on the armi-
stice again stimulated turnover and fur-
nished a motive for continuing much of
the war-time arrangement. In these
circumstances employment management
was kept in the foreground and its sta-
bility as a new element in labor policy
was considerably overestimated. Many
of the individuals who were nominally
in charge of the employment function
likewise were given somewhat inflated
valuation. Business collapse in 1920 and
1921 for the first time subjected the new
activities and the new personnel to
critical test; in the ruthless wake of de-
flation much of the war-time structure,
wheat and chaff alike, went into the
discard.

But liquidation left a large balance
of progress. For employment men who
had a background of ante-bellum study
and experience the war was a new chai-
lenge to which, by and large, they re-
sponded with distinctive achievement.
Besides, the war brought many men of
parts into the field and some of them
came in contact with thoughtful execu-
tives who under proper stimulus could
be led to regard labor from a funda-
mental, long-time viewpoint. In numer-
ous cases of this sort constructive indus-
trial relations policy became grounded
on solid and lasting foundations much
earlier than it could have done under
normal conditions.

Employment management before and
during the war was a useful avenue of
approach to industrial relations, but it
was only an approach. The word
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"management" in a title does not make
an executive; employment managers
who lacked either the opportunity or
the personal force to exert substantial
influence on policy, in case they survived
deflation, have become essentially chief
clerks of divisions rather than heads
of departments. On the other hand,
some of the employment men who com-
manded a functioning contact with those
management councils in which policy
and administration are determined, de-
veloped their influence and authority
far beyond the original concept of their
task. This larger outlook left the em-
ployment function in the position of a
technical service largely dissociated
from basic policy.

Reference to scientific management,
welfare, employment management and
experience during the war suggests tJhie
background upon which the "service"
and "labor departments," the "indus-
trial relations" and "personnel manage-
ment" of present-day discussion and
practice have developed. Among
these and other labels in current use the
term "personnel management" doubt-
less implies the most definite and far-
reaching acceptance of management
responsibility. It likewise best reflects
the progress achieved to date and pre-
empts for future cultivation ground to
be covered in applying scientific stand-
ards of analysis and performance. For
the present discussion, however, the au-
thor has preferred the title "industrial
relations management" hecause some-
what more than "personnel manage-
ment" it seems to suggest emphasis on
the reciprocal elements in the subject-
matter to be discussed. This emphasis,
however, is wholly consistent with the
assumption of management responsibil-
ity and with the analytical outlook which
attaches to the term "personnel manage-
ment."

Functional Character of Industrial
Relations

Logically the term "industrial rela-
tions" includes all of the contacts be-
tween individuals that come ahout in
the process of operating a business.
From this standpoint it would include
relations hetween memhers of the man-
agement group, between members of
the clerical force or the supervisory
force, or within the group commonly
designated as labor, as much as it would
the relationships across group lines.
From another standpoint, industrial re-
lations can be regarded as comprising
the whole personnel of a husiness with
emphasis on the relationships between
the groups rather than within them.
Still another viewpoint lays stress on
the contacts between those who direct
and those who are directed, whether the
latter are employed in the office or in
the works. Again, the phrase is some-
times used to include management and
all the agents of management on the
one side, and labor on the other, the
term "labor" meaning, in general, in-
dustrial labor.

The present discussion will not he
greatly concerned with fixing limits to
industrial relations management. Top-
ics that have practical significance in
analyzing the task and getting it effec-
tively done are relevant. No logical
justification is urged either for inclu-
sions or omissions. The paper will be
occupied more with the foundations of
policy than with technical organization.
Emphasis will be laid on the mental at̂
titude and equipment required in man-
agement, on the need for sound eco-
nomic analysis as a basis of policy, on
the importance of thorough-going edu-
cation concerning the implications car-
ried by whatever policy is followed, and
on unity of policy and harmony of prac-
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tice throughout the business. The last
part of the paper considers the bearing
of policy in respect to organized labor
on the task of industrial relations man-
agement. No attempt is made system-
atically to cover a definite subject mat-
ter. Concrete situations are referred
to not because of their relative impor-
tance but because they illustrate the
main theme. The discussion aims to
set forth an approach to Industrial re-
lations as a whole rather than to stress
differences in viewpoint and detail.

Results obtained by giving expert an-
alytical attention to industrial relations,
whether directed to special phases of
the task, like selection and placement,
or to the subject as a whole, have
amply demonstrated the necessity and
the fruitfulness of such an approach.
It will not do, however, to jump to
the conclusion that the setting off of
industrial relations is merely a new
step in the process of dividing man-
agement into departments and sub-
departments. In many cases a separate
department may help to give men who
come into a business as industrial rela-
tions specialists a fitting place in man-
agement councils. This, however. Is
a question of expediency, the answer to
which may wisely be sought in Its rela-
tion to local conditions and personali-
ties rather than with regard to any gov-
erning principles.

When, however, we pass from tactics
to the question of major strategy, in-
dustrial relations management Is essen-
tially functional rather than depart-
mental. A department tends to become
self-centered. Its business is to concen-
trate, and the thing on which It concen-
trates, in the absence of light from
without, is likely to become the whole
picture. But Industrial relations manage-
ment deals with a subject-matter which
pervades all departments and crosses all

department lines. Whether organizea
as a separate department or attached
to central management, it must to suc-
ceed exercise an Integrating, not a seg-
regating, force on the business as a
whole.

Management at the center has the
task of knitting departments together
and of keeping the business functioning
as an organic whole. It determines the
common ends towards which effort shall
be directed and maintains essential
comity between departments. Beyond
that, departments are usually held for
results, not for method or detail. But
in dealing with the human factor in busi-
ness, method and detail are of the very
essence of the policy. Industrial rela-
tions policy and practice to be effective
must reach into whatever divisions of
the business they affect, with the full
impulse of management behind them.
Heads of departments and their subordi-
nates are not hosts who confer the free-
dom of their domain upon the repre-
sentatives of industrial relations; they
are themselves the direct agents by
whom policy is executed. It is their
contacts with people, not the Intermit-
tent contacts of some outside agency,
that determine results. Unless the
whole departmental force absorbs the
viewpoint from which industrial rela-
tions are handled, policy is diluted In
execution, and practice becomes com-
promised with inconsistencies which
jeopardize the whole structure.

The necessity that industrial relations
policy and practice be all pervasive is
easy to grasp, if only we keep in mind
what business really is, and how largely
it is made up of human contacts. Busi-
ness—making a living—Is for the great
mass of mankind the major activity of
life. Men spend most of their time
working together in business making
things for others and thereby making
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a living for themselves. Industrial re-
lations management is merely providing
for special emphasis upon the people
who are making things as distinguished
from emphasis upon the things they are
making. Looking at the matter in this
way, functional organization of indus-
trial relations becomes not so much a
branch of management as a phase in the
evolution of management as a whole.

Three Types of Directing Intelligence

Management is a growth, not a crea-
tion. During the process of evolution
to the point of setting industrial rela-
tions apart for special attention, man-
agement has acquired in turn the imprint
of three types of directing intelligence
which may be called respectively the
pioneer mind, the engineer mind, and
the social mind. The force and vision
of the pioneer, linked up with the science
of the engineer, devised a business
structure which marshals world supplies
of goods and makes the life of men
and nations more and more dependent
upon their working together to common
ends. It did not require a great war to
demonstrate that human relations un-
der our complex industrial system are
carried on with increasing strain) but
present turmoil in world affairs em-
phasizes this fact and makes the reduc-
tion of human strain stand out as the
great problem with which a socially
minded business intelligence now has to
grapple.

By stressing what for want of a bet-
ter term I have called the social mind
in business, I do not imply that manage-
ment can dispense with the kind of hu-
man equipment which has served it in
the past. The vision of the pioneer
and the engineer's trained power of sci-
entific analysis are needed in dealing
with the human factor in business as

much as they were in surmounting ma-
terial obstacles a generation ago.

We should not, however, retain along
with these fundamental virtues equally
fundamental faults nor accept a tradi-
tional business outlook which does not
fit the present facts. In undertaking
the reduction of human strain it is es-
sential to proceed from the same care-
ful analysis of social facts that the engi-
neer has given to material facts and
when this is done, the results of such
analysis need to be welded together with
analysis of the material facts into a
constructive working plan. Whatever
the men who draw the outlines of policy
are called—economists, industrial engi-
neers, personnel managers, or merely
business men—they need a mental equip-
ment which includes discipline in taking
intelligent and discriminating account of
the human conditions under which pol-
icy will have to be executed.

Basing Policy on Economic Analysis

Possibly the first step which a socially
minded intelligence must take in the con-
struction or adaptation of industrial re-
lations policy is to compare present
business conditions with our inherited
assumptions about these conditions. Pio-
neer management proceeded from cer-
tain "axioms" among which the follow-
ing were perhaps the most fundamental:
inexhaustible resources; an unrestricted
.supply of cheap immigrant labor;
government protection and encourage-
ment with substantial immunity from
public control; an elastic home market
with a reasonably sure foreign market
to absorb surplus. All this is changed.
Some resources are exhausted; others
are dwindling, and we are forced to
turn attention from exploitation to con-
servation and wise use. Laissez faire
in public policy is replaced by a welfare
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concept that fixes the human level he-
low which competition may not go. La-
bor organization has in some measure
overcome the retarding influence of im-
migration and has made itself felt in
respect to conditions for both organized
and unorganized workers. Restriction
of immigration is now shutting off the
former comfortable supply of labor fed
into the lower ranks. Finally, the after-
math of war has demoralized our for-
eign market.

It is not in the province of this paper
to discuss how business in its various
phases should respond to these changed
conditions. In its new setting, man-
agement will probably have to avail
itself of definite and accurate informa-
tion concerning a much wider range of
economic data than it has been accus-
tomed to command in the past. It will
probably need to lay foundations of suc-
cess in more mature and many-sided
judgments than the typical management
has ordinarily made. And the penalty
for waste, inefficiency, and needless hu-
man strain is likely to be severe.

Bearing of Fundamental Business Con-
ditions on Labor Policy

If we analyze the changed business
conditions to which reference was just
made, the outstanding elements in the
situation appear destined to work to-
gether toward putting the wage ques-
tion in a somewhat different relation-
ship to industrial relations policy as a
whole than it has borne in the past.
Restriction of immigration naturally in-
tensifies competition for labor and
makes for high standards of compen-
sation. Organization in both its direct
and indirect effects augments the force
of competition. Cutting off foreign de-
mand makes a high purchasing power
at home a business necessity. Since the

bulk of domestic consumers are la-
borers, good wages and steady employ-
ment are the chief means of developing
the home market. If, as seems likely,
cumulative influences of the sort here
outlined continue to make for increased
earnings and a rising standard of living,
the elements entering into wage policy
and the kind of facts required for trust-
worthy analysis of the problem will
make heavy demands on the farsighted-
ness of industrial relations management.

Naturally, the need for far-reaching
analysis is not confined to industrial re-
lations; nor are the particular facts
whose cumulative influence was just
noted the only ones which it is necessary
to analyze in order to establish indus-
trial relations policy on a sure founda-
tion. They are taken rather as sam-
ples of the sort of thing with which the
social mind in business must concern it-
self in the development of policy in gen-
eral. It has become the task of man-
agement to command existing knowl-
edge of political, social, and economic
affairs wherever such knowledge has any
bearing upon the success or the failure
of a particular enterprise. Such things as
the progress of the business cycle, the
development and changes in markets,
changes in the supply of raw materials,
above all changes in money and credit
are among the important economic facts
which must necessarily be considered if
policy is to be intelligent. Hardly less
important are political conditions, local,
national and international, and social
movements or currents of thought any-
where in the world which affect the re-
actions of potential employees or cus-
tomers.

The securing and interpreting of all
these various kinds of knowledge is the
function rather of a research depart-
ment than of a department of industrial
relations, since obviously the infonna-
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tion is to be used in all branches of
business. Industrial relations manage-
ment, however, has the duty to coop-
erate in researcb, especially in researcb
pertaining to human affairs, and it has
a further duty to help enlighten the
central management as to the particu-
lar bearing conclusions reached ma.y
have upon the fixing of industrial rela-
tions policy.

If the results of study show that gen-
eral economic and business conditions
affect a fundamental question like wages
in the way just outlined, what sort of
advice should the well-equipped indus-
trial relations manager give concerning
the question? Wages obviously are
linked up with production, efficiency,
cost, competition, the nature of the de-
mand for the particular product, and a
variety of economic factors which are
different for different industries.

In the men's clothing industry we
have been talking about wages at fre-
quent intervals during the past four
years. The Chicago market became
unionized in the spring of 1919 and
was granted a substantial wage increase.
A further increase of about 20% was
awarded by arbitration in December
of the same year. Since that time
there have been an arbitration with no
change of wage levels in 1920, a mod-
erate decrease by arbitration in 1921, a
further decrease by negotiation in 1922,
and now arbitrators have just awarded
an increase restoring wbat was taken
away in 1922.

Since 1919 discussion of the question
on the employer's side has been formu-
lated by industrial relations men, most
of whom were trained econornists. Su-
perficially, their first reaction to the
wage question has appeared to vary but
little from the attitude of the typical
employer, but with each successive
proceeding there has been a progressive

tendency to place emphasis upon basic
analysis as opposed to momentary bar-
gaining power. Springing from such
analysis, discussion has been more and
more directed toward the relation of
our costs to the purchasing power of
the people employed in other industries
on whom we depend for our market.
Both sides are getting more light on
the forces which promote or retard a
profitable volume of production and em-
ployment and consequent adequate re-
turn to employer and employee alike.

Naturally, the conditions in other in-
dustries are not the same as ours, but
from what we can learn of wage delib-
erations in general, they are more and
more taking into account factors similar
to those just outlined. Is it not becom-
ing increasingly true that the things
about which employers and employees
differ, when wages are discussed, are
questions of fact, which would greatly
limit the area of conflict were it pos-
sible definitely to settle them ?

It is not maintained that a funda-
mental question like wages has ceased
or ever will cease to be in some mea-
sure contentious; nevertheless, to the
extent that we are able to put both the
employer and the employee in posses-
sion of accurate knowledge of the con-
ditions on which wages depend, to that
extent the non-contentious questions will
tend to overbalance those which remain
contentious. The question what sort of
a fund can be created out of the pros-
perity of an industry as a basis for pay-
ing high wages, and under what condi-
tions, is one which mere speculation
can never answer. Only through scien-
tific inquiry can an answer be ap-
proached. If some sort of machinery
can be created in industry by which
facts can be correctly analyzed, and the
results of analysis made known to
both sides, there will inevitably develop
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a broader basis of mutual understand-
ing among those wbo are informed, and
this understanding will tend to create
a fund of good-will whicb will help in
bringing about reasonable compromise
on issues that remain in conflict.

The place of economic analysis in in-
dustrial relations policy has been pur-
posely stressed in the foregoing discus-
sion. To the extent that analysis may
reveal community of interest it is clearly
the merest waste of energy to maintain
a struggle in mutual ignorance, when
knowledge would give a basis for mu-
tual advantage in agreement. But the
indirect effect of approaching funda-
mental questions on the basis of scien-
tific analysis of facts may perhaps be
even greater than the direct effect. If
the fundamental reasons for the ten-
dency of standards of living to rise be-
come generally understood, it will nat-
urally have the effect of giving wage
earners a greater feeling of security and
employers less anxiety when they see
wages increasing.

Education and Adjustment within
Management

Getting the right slant on basic eco-
nomic facts and principles affecting
labor is a necessary starting point for
industrial relations policy; but it is only
the starting point. It Is one thing to
be familiar with fundamental facts, and
another thing to know what bearing
they have on my wage levels compared
with yours. It is even more difficult for
the wage earner or his representative
from his vantage point to arrive at the
same conclusion concerning the right-
ness of a concrete wage situation or ad-
justment that I reach as an employer.
The fact that fundamental conditions
give a basis of confidence does not in
itself guarantee good relations or justify

leaving details to chance. The subject-
matter with which industrial relations
have to do and the sources of informa-
tion and misinformation are so complex
that in the typical large business definite
educational effort and definite provision
for contact and cooperation between
management and workers are obvious
necessities.

In nearly every large enterprise today
there are at least four Interests directly
concerned with Industrial relations:
owners, management, minor executives,
and labor. Within each of these groups
there are usually sub-groups with cross-
currents of interest and outlook. Some-
times the background to the viewpoint
of an individual or group is historical,
sometimes departmental, sometimes
personal. There are also in the typical
business numerous forces impeding the
success of Industrial relations policy,
which have their background merely in
ignorance, prejudice, or a mistaken no-
tion of the real Interests of the persons
concerned. Business procedure, like
other great facts in life, is largely gov-
erned by tradition, prejudice, and habit
and can only with great tact and fore-
sight be brought under a rule of reason
based on careful analysis of concrete
facts.

The first step In overcoming the in-
ertia of prejudice and tradition is the
education of managers and owners.
Ownership controls management, and
the two by definition are responsible
for industrial relations, since managers
and owners exercise both initiative and
veto In respect to policy and procedure.
The slant from which management ap-
proaches the subject determines the
atmosphere in which industrial rela-
tions ai'e handled; the Ideas and im-
pulses of the various groups within
management form the background upon
which industrial relations practice de-
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velops. Not until policy and procedure
have been accepted and assimilated by
management so that they dominate
thought is there a sure foundation for
dealing with minor executives and
labor.

Due to the complexity of its task, it
is necessary for management in most
cases to base its action on composite
judgments. While the president or gen-
eral manager must still know his busi-
ness, no man who comes into a large
going concern as manager today can
hope in the old manner to know and
control detail from top to bottom. Suc-
cessful management requires the focus-
ing of specially equipped minds on the
diverse elements of policy and admin-
istration. The data required for action
and for checking results must be fur-
nished by specialists, and specialists
must be depended upon for successful
execution of decisions.

In every business there are basic
functions like sales, production, and
finance administered by specialists who
are at the same time advisers on gen-
eral policy. Other functions, like of-
fice management and accounting, are
frequently attached directly to central
management with the person in charge
acting as a general adviser. Finally, a.
concern often has general advisers, like
attorneys and engineers, who partici-
pate in management decisions.

The group of persons who help in
making important decisions are usually
known as the staff organization. But
those members of the group who are at
the heads of particular departments
are at the same time under the general
manager, in charge of what is known as
the line organization. The stafiE is re-
sponsible for policy and for coordina-
tion in its execution. The line is an
agency for transmitting orders, admin-
istering detail, maintaining discipline.

and getting work done. In large, well-
managed concems there are not only
lines of authority but cross-lines of in-
formation and conference. However
the boundaries of departmental organi-
zation are drawn, once drawn there
springs up within departments a depart-
mental viewpoint that tends to obscure
the viewpoint of the business as a
whole.

Effective Industrial Relations Manage-
ment Requires Unity of Manage-

ment Policy and Practice

When a departmental view is ad-
vanced with force enough to bias man-
agement decisions, the strength of its
influence is sometimes due to the rela-
tive importance of the particular de-
partment and sometimes to a strong
personality. One of the first steps in
unifying industrial relations procedure
is to locate the centers of special influ-
ence. Getting the special interests in a
business squarely behind general policy
without creating new strains requires a
high order of statesmanship. Because
the person directly charged with indus-
trial relations must deal with influential
persons in different departments from
the standpoint of management policy as
a whole, he should himself be absolved
from all implication of departmental
bias; consequently, there is always a
presumption that he should occupy ex-
clusively a staff position.

Among the special interests in a busi-
ness the sales department is often the
most difficult to accommodate to indus-
trial relations policy. The reason is
obvious; the prosperity of a normal
competitive business is likely to center
in sales. Without sales there would be
no business, while a sufficiently success-
ful sales department produces profits
within limits in spite of burdens else-
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where. For this reason it frequently
happens that the sales department can
override the viewpoint of all other de-
partments.

The clothing business has been built
up through intense salesmanship. The
relation between designing and selling
is necessarily close. Sales activity in
the old days tended to flow from the
designer's office, and whatever the de-
signer and sales manager demanded it
was the business of the production de-
partment to turn out. Desire to make
the public buy was supposed to be the
designer's motive in creating new mod-
els, but it was never quite certain where
this motive left off and his temperament
or whim as designer began. This ques-
tion was not very important, provided
the prices at which goods could be sold
were sufficient to cover the cost of va-
riation In design. But the upward swing
of labor cost has raised new issues.

Piece rates, fixed for standard mod-
els, are given differentials when these
models are varied. Theoretical costs
calculated on the basis of a certain
variety and balance in models sold may
be far below actual costs if varieties are
Increased or new differentials added for
making changes In existing models.
Designers and salesmen, being unfamil-
iar with the operation of industrial re-
lations, tend to charge high cost to the
exactions of labor and are inclined to
regard such exactions as unreasonable.
A scientific study of sales in relation to
variation in design Is likely to reveal a
considerable amount of no-profit design-
ing which should either be abandoned
or charged to research. When such
analysis is carried out. It brings design-
ing into some balanced relation to labor
and labor cost. With the coming of
functional labor management In the
clothing industry the designer has
ceased to be the czar of production, and

his functions have gradually come under
control through no compulsion except
the compulsion of business facts.

Another way in which industrial re-
lations management effects an integra-
tion of policy has to do with discipline.
The theory that the question of models
should be decided by the designer with-
out recourse had as its corollary the
assumption that the production depart-
ment willy-nilly should turn out the
goods designed and turn them out on
schedule. Trouble in the shop under
these circumstances was calculated to
upset the whole chain of events, conse-
quently every effort was made to avoid
trouble. The pressure on the produc-
tion manager to get merchandise out on
time tends to breed timidity and unwise
concessions when there is a rush, with a
reaction possibly of undue severity when
the rush Is over.

Industrial relations management can-
not proceed in this way. Unless dis-
cipline and responsibility for work are
maintained in harmony either with prin-
ciples of right and justice, or with
some accepted rules of procedure, the
whole purpose and results of industrial
relations management are undermined.
In these circumstances, It has become
necessaiy either to take all power to
make adjustments out of the hands of
the production department or else to
introduce a system of reporting in
which responsibility for unwise conces-
sions is made to stand out in the open
where it can be properly appraised.

Next to unity of policy, perhaps the
most Important essential to sound indus-
trial relations practice is definiteness
and dependability of procedure. This
does not mean that paper rules and reg-
ulations should replace personality and
human contact. But just because of the
human element in the problem it Is es-
sential to have something definite upoff
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which both the employees and the su-
pervisory force may depend and to
have standards of action to which thejr
may be held responsible. The kind oiF
procedure to be established obviously
will depend upon the nature, history,
and traditions of the business and upon
the type of employees and the environ-
ment in which they live and work. It
will depend perhaps even more upon
the fundamental policy under which in-
dustrial relations are being handled.

Up to this point in the discussion cer-
tain fundamentals have been stressed-̂ —
the necessity of resting policy on anal-
ysis of basic conditions; the need for
unity of policy among different groups
in management; the requirement that
parties in interest, and above all man-
agement itself, be educated in the mean-
ing and implications of policy; and
lastly, the importance of definite pro-
cedure. The author believes that all of
these requirements are fundamental, ir-
respective of the particular labor policy
followed. When, however, we pass
from these fundamentals to concrete
administrative measures, procedure nat-
urally varies to fit policy.

Industrial Relations Management in
Open Shop Concerns

The most far-reaching differences in
policy arise out of the attitude taken to-
ward organized labor. Concerns striv-
ing for constructive industrial relations
management may be roughly grouped
into three classes in reference to their
policy toward unions: ( i ) those which
have no official relations with unions
and which, because they intend to give
their workers conditions as good or bet-
ter than these workers could hope to
secure forcibly through organization,
do not expect to be forced into such re-
lations; (2) those Which do not deal

with unions but which are trying to deal
constructively with their own employees
without discrimination and without tak-
ing a definite position concerning future
relationships; (3) those which from
necessity or choice are dealing officially
with a union and are trying to develop
policy and practice which will make for
progress and efficiency in this relation-
ship. Since group 2 may he following
the lead of group i today and of group
3 tomorrow it will not be separately
discussed.

In the nature of the case the concern
which is trying to develop industrial re-
lations policy in such a way as to avoid
unionization must not only be on the alert
to meet the reasonable needs of workers,
but, if possible, it must anticipate them
and always try to keep at least one step
ahead of the procession. In general,
this will mean systematic provision for
giving workers opportunity to voice
their thoughts freely. It will also mean
giving workers' views at least such
force as open-minded scrutiny in coun-
cil shows them to merit. It goes with-
out saying that to perform such a task
special organization and special knowl-
edge are required and that measures
adopted to satisfy the aspirations of
workers must come to them from a
source and in a form calculated to call
forth favorable response. It is the
task of industrial relations manage-
ment to initiate, preferably in coopera-
tion with employees, such organization
as the maintenance of essential contacts
may require. Members of the super-
visory force in each department have
an essential part in all cooperative activ-
ity and the atmosphere surrounding their
contacts will largely influence results.

There is a large literature concern-
ing the equipment or lack of equipment
of foremen and superintendents to deal
with human relations. If they lack
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such ability within the field of their re-
sponsibilities it means that there has
been neglect in selection or in training,
and it devolves upon industrial rela-
tions management to see that the defi-
ciency is made good. In any case, it
Is becoming more and more clear that
if a business concern Is to secure and
maintain the confidence of its em-
ployees, such confidence must come pri-
marily through the contacts of those
minor executives who have dealings
with the employees in the normal course
of business. Whatever direct contacts
industrial relations management main-
tains with workers either through their
representatives or through conferences
and assemblies must be supplementary
to and not In the place of wholesome
and constructive relationships between
employees and the supervisory force.

Shop councils, employee representa-
tion, company unions—some definite
organization within a plant for joint
consultation or joint decision is prob-
ably the only constructive way for a
large concern to forestall dealing with
a national union. The guiding of
policy and the working out of practice
In this field is perhaps the most respon-
sible and significant work, that Indus-
trial relations management has to per-
form. Absence of union discrimination
and absence of either formal fixed limits
or ill-considered promises concerning
the scope and powers of representative
bodies are coming to be regarded as
basic principles to which policy should
conform. Plans of representation which
are a natural evolution from wholesome
relations In the past rest on a surer
foundation than those created in a hurry
to meet an emergency.

Whatever the circiimstances under
which a plan of representation Is
adopted, it must have sincerity and
courage back of it and management

must be prepared to deal with the kind
of representatives the workers choose
even though from its standpoint they
may not be the most representative.
Representative machinery works best
when its functions develop around nor-
mal human contacts without constraint
or artificiality and in a setting and at-
mosphere of confidence.

Industrial Relations Management
under Union Agreement

Industrial relations under agreement
with a national union proceed from a
viewpoint which is quite different from
that just set forth. Unions which are
strong enough to bring about definite
agreements with management are usual-
ly aggressive and they naturally take
the Initiative in forcing their views upon
management. There Is, therefore,
little occasion for an industrial relations
manager under a union agreement to
anticipate the requirements of em-
ployees. He must rather occupy him-
self with restraining the zeal of union
representatives and keeping demands
within limits.

This does not mean, however, that
the opportunity for constructive work
is less than it is under a plan of em-
ployee representation. Safeguarding the
legitimate rights of management under
a union agreement is a task which in the
long run serves both the business and
its employees. Helping management
to adapt itself to the conditions of an
agreement frequently results in greatly
increased efficiency. Guiding manage-
ment in the fulfilling of Its responsibili-
ties and in securing its rights under an
agreement Is a task which calls for con-
stant study and mature judgment.
Making action await proper investiga-
tion and thus developing in both man-
agement and the union respect for calm.
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orderly procedure is perhaps one of the
most important tasks that industrial
relations management can perform.
Working out such an approach to prob-
lems that agreement, where agreement
is possiblcj^can be reached without un-
necessary commotion and friction is an-
other important task for wise industrial
relations management.

Correctness in procedure and detail
under a union agreement is fully as im-
portant as it is in the case of employee
representation. In the Chicago cloth-
ing market, where labor management
has had notable development, there has
gradually been worked out in connec-
tion with adjustment machinery a tech-
nic which during the four years in
which the machinery has been operat-
ing has considerably reduced the field
of conflict and accelerated the process
of adjustment. Skill in handling issues
has made it possible to adjust practice
to the requirements of management
better than was anticipated at the time
the industry became unionized.

Common Aims of All Industrial
Relations Policy

The question is frequently raised
whether from the standpoint of ulti-
mate industrial relations control there
is an inevitable conflict between the
principles of employee representation
and union recognition. If the economic
foundation of the labor question in
America is what analysis earlier in
this paper made it appear, it is not un-
likely that competition and the danger
of unionism will lead concerns with em-
ployee representation to work out in
cooperation with their employees a situ-
ation which may be fully as favorable
to the workers as could be demanded
by union representatives. At the same
time, it seems likely that the danger

of overburdening a particular industry
by excessive demands will keep union
concerns fairly close to the procession
and develop a moderation of approach
which will considerably narrow any
possible zone of difference between the
status of union and non-union workers.
If, on the other hand, there should be
a fundamental change in economic con-
ditions with sharp competition for jobs
for a considerable period of time, both
forms of organization are likely to be
subjected to tests perhaps more severe
than any which have been contem-
plated. Should such a condition arise,
it is idle to predict what form of
workers' organization would best stand
the strain.

An atmosphere of mutual respect
and confidence, a habit of making ac-
tion await facts, recognizing the neces-
sity of mutual accommodation in the
interests of employer and worker alike;
—these are constructive ends which in-
dustrial relations management can help
to advance in both union and non-union
industry. In the present state of knowl-
edge and experience there is little profit
from the standpoint of either science
or industrial efficiency in trying to eval-
uate the relative excellence of one or
the other approach to the industrial re-
lations problem. Any well-considered
effort to deal with an actual situation,
whether union or non-union, in such a
way as to increase efficiency and mutual
good-will is worthy of encouragement.

There is, of course, a vast amount
of highly important detail connected
with industrial relations management,
but most of it needs to be interpreted
in reference to the particular setting in
which it is applied. That vigilance,
wisdom, and good judgment in detail
procedure are of the essence of sound
practice is as fundamental as any prin-
ciple of industrial relations manage-
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ment. The principle, however, is not lations managernent is a function of
confined to industrial relations, and its management in its entirety and not a
acceptance does not carry any necessary segregated task. While it requires spe-
implication concerning procedure in a cial training and equipment on the part
concrete situation. Industries and con- of those who are given direct respon-
cerns that are approaching industrial sibility for administrative detail, it re-
relations in a systematic way are accu- quires even more a kind of intelligence
mulating an effective technic for han- in management as a whole which can
dling important details; to go further analyze the human forces in industry
into that subject is impossible here. and make such analysis rather than im-

The foregoing discussion has pro- pulse or tradition the basis of policy
ceeded from the view that industrial re- and practice.






