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o ”. PERSONWEI,I@QAGEMENT IN INDUSTRY :

13 February 1947

CAPTATIN WORTHINGTON: 'Our speaker this morning is Mr, Martin Dodge.
Yre Dodge received his eduvcation at Oberlin College and Columbia Uni-
versity. He is a partner in the firm of Dodge and Mugridge, cormsultants
in labor relations, management development, and labor public relationse
He is the author of a number of current business magazine articles, He
is a long-term member of the American Management Association, having
served as chajrman of the Association's program commitiee and as chair-
man of its committee on conventions, He will speak on personnel manage-
nment in industry. I take great p¢oasure in 1ntroduc1nn Mre Dodges

¥R, DODGE:- Thank you very much, Captaln'Worthlngton@

There is a story about an old British colonel who served in the
Boer Ware, He thought that was the really rugged war., He got fed up
with hearing accounts of the late war told by some of the RAF boys who
sat around the clubes So he reviewed some of his own experiences.

i He said it was pretty bad down theres The sun was hot, the terrain
' was terrible, and the -Boers were really wprincipled fellows. He said
he went on a scouting trip one day and ran into nine Boers. He managed
to kill eight of them; but the ninth, who had a peculiar lack of any
sense of chivalry, came up from behlnd and ran him all the way  through
with his spear, impaling him to a rubber. tree.. . He was ‘stuck there for a
.couple of days before he was rescuede ‘ fe e

AN

One of the RAF boys said, "Wasn't &b terribly painful?"
He said, "Oh, no. HNot partlcularly.\-Only‘when I 1aughed."

T think that the ideéa has been abroad 1n some quarters durlng the
last year or two that our American economy has been 1mpaled on a hickory
trees. As far as I know, nobody has managed to laugh much abbut 1t. And
1t has been painful.

It is my opinion, however, that so long as we profess to maintain a
free society, there will be labor troubles: Labor trouble i¥ evidence
that a free society still existse. It 1s a symptom that our econony is
dynamic and that that economy is ™rorking'--working in the sepse of ~
fermentation. Keeping the whole thing from going sour is an obvious
problems Hgquaily ounhealthy, however, vould be for it to go statice. ,
Labor disturbances, like progress, are uncomfortable but while they con-
tinue they will at least be poritent that we have not leost our capac1ty
for change, and probably for grcwth¢
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This is not to say that there is anything good about industrial war-~
fare per se. OStrikes are wasteful, meny are needless and an appreciable
number are futile. Although they are, to be sure, evidence that we still
possess freedom of action on the economlc front, they are usually also
evidence that scomething is wronge

In the field of labor relations it is easy for something to be
wronge Labor relations are human relations at the livelihood level =
the level at-which our lives have most substance, but where at the same
time the ice is notoriously thine Few are free from pocketbook -
sensitiveness. '

- This is hazard enouch'whnn people deal with each other one at a
tlme, much worse when large numbers are involved. In present~day indus—
try‘workero by the hundreds or thousands must be dealt with. This
accounts for what i1s now known as industrial relations, a phenomenon
that has come into existenco only because industry has got big. From
that day in history when man was first engaged for hire down to the
relatively recent past, the employment relationship has revolwved around
the concept of master and servant, It was unilateral, For a long time
after the industrial revolution, it remained'unilateral. The transition
fros unilateral to bilateral has largely occurred during our own lifetimes.

The bilateral concepl is now legale It has become dominant over a
considerable part of American industry. Roughly one-third of all
occupational workers are directly affected, and they are for the most
part in vital industries.  For the human relations of these workers with
their employers, the machinery of management has to be geared to the
machinery of labor, and vice versa. It is no longer a case of one man
telling another man. )

This presents a situation for which almost no one is prepared. The
leaders of the labér movement are for the most part men qualified to
build labor unions, not to runthems. In their relations with industry,
and frequently with each other, they are inclined to behave asg if life
itself depended upon a constant drawing of the sword. Huch of top
management, still tinged with the master-and-servant coloration, is not
psychologically or emotionally reconciled to bilateral labor relationse
The public is unhelpfully vartisan--divided between those who see some-
thing sinister in unionism and those "touched" with adulation. TFew are
indifferent., The govermment, according to the concepts of democracy, is
out of its element in attempting to manipulate such details of our
economy.,, And the workers themselves are caught up in a force beyond
their understanding or -control,

What state has this got vs into? At the height of the storm of
strikes following VJ-Day I took down from publlshed records and pro-
nouncements the exchanges between the representatives of two of our
greatest industries and their respectlve unions - exchanges voiced in the




process of "settling" their_ldbor tvovbleu.' Hbre is a sample:

"LabOTre o o o s o o JOU a5 k@d for itl
Yanagement « o o o You are plaming an économic debacle,
Tabore v o o o »

« You were . determined to have a strike,
Management « « « « €@ are telling you.
"Labore o+ ¢ o ¢ o « [t's excessive monopolistie power.
Management , o o o Smokescrsen. You are unwilling to

~ bargain on the basis of economic 1acts.

Iabore o o« « o « & Force and threats of forcel

Management o o o o Determined. arrvogance and adamant refusala

Tabore o & » o« » ¢ BEven children multiply their tantrums if
' . by doing so they can rul@ the roost.

Management « o o o You asked for itl"

-

In these exact quotations there is just one correction to bz noted:
the words ascribed to labor were spoken by management and those put in
‘the mouth of management were spoken by labor, Reverse the order, how-
éver, to the trus authorship and the result is equally dismal, The words
do credit to neither side and in no sense do Lhoy contrlbu te to under-
gtand¢nw or industrial peacc.

Change the scene | for a moment and 71su0n to u colloquy exbracted
from the labor press'

MTt1s another case of management going fishing wntil '
the boys had to hit the brickse Ieb's start getting -
a little starch in our wrists and hanging tough on
bhe lssues. Dump the sclssorbills and kcep tau bOYu
from sloughing off on the jobe Don't pick a man
simply . becauso he's a leather~lunged Iuke with noth1n~
in the top story —= he wouldn't help the members any
when the chips are downe  n a holy war like this
you can't expect succor from the burrocrats or:
the alphabetized taxéaters. Those economic haire
trigger-brain boys-are in cahOOLS‘Wlth the o
_company 's swivel-chair whdergrounds Anyway, the
pork-choppers wonlt,wondey you." ’

Those words. Derhaps augoent how Tar awey we are from ﬁalking a
common language concerning what is a common problem==a problem in which’
in reality there exists a broad identity of interests I could cite
ponderous language of management which is equally inscrutable to labora

Tets go behind this languagee The stand of elther labor or manage-
ment rests in the end uvpon the b@]j@fS,'ﬂiuCOHC@ptlonu; aspirations and
conditions of the individuals who make up these groups, the workers and
the bosses. And the success of personnel manaQOant rests on how well
those who manage understand those to be managed, and vice versas




Assume that I am a typlcal American wage earner. To tell you aboub
myself as a wage-sarner let me draw partly on my own observations and

‘experience, and partly on a characterization for which I am indsbted %o

Mr, James Farmer, a CIO labor official of Seattle, Washington. Here is
a composites » :

I am an American-citizens. I went to'schobls although I didn' get
beyond the seventh grade., T am in fact one of 61 percent of the people
of the, United States 21 years and over who have never been beyond the

,seventh grade In school, I am not very erudite~-not erudite enough in

fact, to-use that worde T aml married and have two children, I am buying
a home and have an investmont of about $7,000, countlng what T own of the
house, the furniture and a 1939 Chevrolet. My main objective is to
protect and extend my Investmsnt, to retalin my individual identity and
to raise my children as resnected members of the community.

I hear a lot about Isms but haven't becn taken in much by this talke.
I am.an American. I was born heve, I like it here and although I am

- confused about this thing they call free enterprise I guess there is

something to it. I don't see any of “the psopls who complain against it
trying to rush oult to other pwrtb of the world whore Communlsm and such
things arc practiced. There isn't any great movement out of this
comtrys The pressurc is all in this direction.

I am 2 little suspiclous of the Boss. Ior twenty years politiclans
and thé labor press have been telling me that boss men are not to be
trusteds T see in this labor paper that I read here, published by the
UAW, that the meat trust is holding up a lot of meat. Pzople have un-
covered huge meat hoardse. In one place eight million pounds were being
kept from sale to tle publics Well, when I read that stuff, I get a
little suspicious. I think maybe they are not to be trusteds Don't
these fellows know we have to h«ve meat in order to work?

My boss has a couple of big cars. I hear that some of these fellows
make a hindred thousand dollars a ycars I could use some of that jacke
I have heard a lot about monopolics and cartels and the Wagner Act and
Wage Stab171natjon, but, fran}“y, all that doesn't make much sense to e e

I carry a union card and think wnions are a good thing but this
union business has got . too big foir mo too, I don't understand just hCW'
it works. I think there are times when the only thing a2 fellow can do ig

cto strike but I think strikes are bad and when I read that millions and

millions of days have been lost throuvh strikes in the last year or so,
I don't get it. :

Then T took this job I was told where to hang my hat and where to

* punch the time clock and was given something they call a handbook which

looks awfully complicated. T was also told that my job was important and

»
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T had to do it right-but T wasn't told afything about what this thing is
used for that I make, or anything about the companies' bu.dlness or _
DOllCl@a, or how I £it 1nto the schame of thlnps. v : N

’I.'he union doe‘sn’t help much on this point either. When I went down -
to headquarters to sign up about the only thing they told me was how much
the dues are and when and where I have to pay th@m and then they gave me
a number, That's what I am in the u.mon, a nvmber.

Of course I chk up oome’oh:mg at tho corner whoen I stop on my way
home to get a beers And at lunch time the boys talk some about the job.
and the company and things. . I listen to the radioc and read the local
. paper, mostly Jjust headlines and the sport page ahd I like to follow Joe
Palooka. = I also get a labor paper and once "ln a while a couple of them
and I rmd thom m'c’otv thorongh. What they tell me mostly is that the
big bosses arc all wet, grab most of the dough and.leave us fellows with
peanutse  They tell me ’ohoau fellows take twenty or thirty. cents profit ’
and sometimes Tifty or sixty cents, out of every dollar of sales.: ‘
(Wobody has ever told me that actually it is only about four cents). “""‘\Tith
their big salaries they got much maro of ‘the take than we follows dos
(No 'one has ever told me that of the total of- wages and salaries paid by -
American industry, wages 'J,moxmt to &7 percent ’ @alar ies on]y 13 percent ).

I was“down at the union hall one night and saw a movle N "Deadline -
For Action," that the United Electrical Workers gol upe It's mostly about
G. B, and the du Ponts.and Wall Street and how they ’ro ganging up on ‘the
country sewing cverythln up, and how it's ge btmg worsee Bub it also
shows. about a refrigerator and -mm it costs to make. ‘T was surprised to
see the cost of wages to make a refrigerator is only a-little bit of a
part of what they get for it when they sall ite I gugss that if they ,
put my wages up 30 or 40.percent. :L’b wouldn't need to make much difference
in what the people have Lo pay for the refrigorators (No one has ever
pointed out to me that 1f you look at the whole operation--digging the
ore and making the steel and gott:l.np‘ all the other raw materials and the
freight and all the clerical holp and the salesmon's wagns and building.
the store where the stuff is sold and keeping it up and repalring and
servicing the refrigerator after it's been sold and delivered, then lt"‘
almost nothing but vmgo . That hasn 't ‘boon e,xp] ained to me}. '

They tell me the way to have nromer Lty is to pay Worker a lot of
wages so they can go out and buy ’oh:ng and therefore the bosses will .
need to hire more people to get the things made and everybody will have
" a jobs I'wve heard something about pr'osperity depending upon: getting :
things made chedply so more.people:can buy them and that increases the.
market. That's a little too: compl:.r*atcd for me and T ﬂunk T'd rathcr
go for the hlgh wage stuffe ; -

‘:f"' You may think I have a: ]ot of scrowy idease If énybody has ';si'ny
better 1deau I‘ll listen but I surc don 't get much out of these full
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page ads that the NAM and some of the big companies ruﬁ. Down at ‘the

nlant thev nut un some nostere and "‘\'jﬂ""l‘l ag on the wall with michbty fine
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soundlng languages; but as long as they have that guy Mortimer the Dumb
1n there as foreman, that stuff doesn't mean much to me.

You call me a typjcal American worker, Maybe that's right but T
want to tell you that there are some of them that don't thlnk the way 1
doe They aren't uncertain about some of these things. They know the

s
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setup is wronge I got fod up with so much ranting and raving down at the
.

union hall, and don't see what they're talking about but a lot of the
fellows swallow it hook, line and sinkera. You might call 'em radicals,
but Itve got a wife and two kids,. ‘

There you have:the man and his friends, who constitute the person-
nel in industry to be manageds How did they get the way they are and

PP P Ly

can nkulu.gum,ﬂu cope with bn\‘m:

i}

The.answer lies in part in the character of management. Many top
business leaders are living in an ivory towere They are prone to assume
that good deeds speak for themselvese Haven't we atbained the world's
highest standard of living? What are you kicking about? They believe
there- is nothing about the labor situation that can't be cured by -
restrictive legislation and a dash of unemployments Thoy overlook tho

fact that uncmployment offers only an illusory advanta 150 and that the

.
.bagle problem will.not yield bo political alchemyes It iz no éasier for

Republicans than Democrats to-make men hew and haul against their will,
Some legislative.reform is desirable, but it.is nocessary more to correct
Jldgislative srrors in the past than to provide a wogitive pattemn or
formula for producing willing workers, who alone can achieve the end of
high productivity. One cannot 190457ab0'WI111n~n5 7S o
~ Top executives are also inclined to be unrealist
labor leaders with whom they have to deale Get rid c
leaders, they say, and everything will clear upe Thov foraot how +ho
rackpteerlnw type of labor 1oadersh1p came into oxastbnc< They forget
. that for a long period of time bthey themselves pub all kinds of obstacleu
in the way of labor!'s organizing, to the point that-a man almost had to
be a crook ba get around thems They do not rocognize that since such -
leaders came into power partly as a result of management's own policies,
‘a change in management's policies might be one way to get ridiof theme
1,13bor leaders have hard gleddine -mrhn-nn labor nnnd-n-i—un 2 are o0ode -
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A-racent study of Lho parsonal hlstor1Cs of 143 men ncw*in tOPw
management positions in, some of the largest industries in America turns
up the inbteresting fact that the average starting wage of all 143 was

- $13440 a weeke These men must have learned a great deal since the
thirteen-forty-a~-week days, but also haven't they forgot a lot? Have
+1ncnr not prﬂﬂh"l'ﬁc‘ hean tranaPormed ‘nto = different kind of nr’nrﬂn" The
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’procesg by which they reached the top was in most cases through the
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exercise of up@rlor com e*it1vc, ‘not, cooperdtlve, tocbnlquto. ‘Thoy
founht thedr woy upe It 1s nob to be denicd that handling bilateral
-1abor arrangements should bo lockad upon as o business proposition in-
volving the same kind of give and te ke thatb provails on most of the
business fronte.

But the correct handling of human relations mrobla s necessitates~at
least the capaclty for coopwratlon. It has long since boon established
that efficient production resis on many other factors besides technical -
proficiency. It rests for instance on conyenialify of environmént-and =
this refers not only to physical’ conditions but also to the ~social, .
parsonality and behavior characteristics of the groupe. Skill alone is
not enoughe The spirit must be willing and the spirit is something that
has to be won. A top executive who has gained promotion through smart -

tr"tecj or hard dr1v1ng is not necessarily quelified for the job of
winning the spirit of his employess, 1 say, "Not necessarily." Soms-
times it works the other way. o ‘

Antother difficulty facing the top execubtive is that he finds himself,
due to the upsurge of labor during recenb years, on the defensive. Ib
Has not been the historical role of the American business mard to bhe on -
the defensive, He is baffled and frustrated, inclinéd to look for a’
specific, some mysborlou olut:on like u]phur or penicillin to cure his
labor trouble. Although he may 3ntolloctunlly accept the new bilateral

order, when it comes to a show down he is all too Llikely to revert to the
mast0r~wnd-uorVAnb &ochanuc. With thousands of years bechind this con~-
‘cept, and only a fow yoars behind the Dracbxcc of co?lociLVL b&rga:nlng,

his reaction is not surprisinge

Al an apnrecxab e port of manuvﬂmunt stllJ conceives df thn-labor
problem as being onoe prlnanQIIy of wagcse:. An aspect of our dynamﬁc
,_UCOHGmy dig ‘the. gvo]utlon which has takon DlaCh_lD the way the wage
chrner sces himself, . Instoad of being just a worker he is now an.
geonomic person A]thouﬂh he hasn't become mucly of an economla$ he’
wants satisfactions just the way the school books pay. That is »somothlng
rmm,ﬁmngmmuwmqm.'mi means not only congeniality on the job bub
moub)llby of "employment, nsuaranco for the futurs, qen1or1ty rlphtu and
similar rewards for 1onﬁ and loyal uorv1co,

" In large organth ions ins sulation tends to sab 1n'v1ﬁh1n manupemopt
itself, at its various lovels, ag well as between itself and ite -
employses. This trathwcatlon slows vp free commuiication of ideas in:
both directions. Efforts at comm ication From. top management to
employee 15 apt to bog down, particularly when: they attempt to explain
policy ériindulge in educational work on the basic problems of business
and our economyse. uoconuly the house organ of a large corporablon
endeavored to instruct ‘the employces in the danger of inflations: To
remedy Inflation, which it asciibed to wage inercases. thabt have oub-

distanced gains in productivity, the article stated that the result would

1
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not be so serious "but for the fact that important segments of our
population have fixed incomes." "Well, that's just too bad," the employee
sayse. MI'd like to get my hands on some of that fixed income myself. No
1iy-offo, no unﬂmmloyment., Always incomee" The piece, of course, fell
flat. .

The 'instruction of employecs regardlng such matters must utilize
proven pedagoglcal methodse Tycoons are not teachers. That famous bon
mot, "Those who can, do, those who can't, teach," has a reverse applica~
tjon in industry. Those who do don't éven know how to teache And many
of them are so busy doing that they don't even have time to think. Tor-
this and other reasons we have in industry inadequate training progrenms,
especially for management, and vast intellectual wastage, especially of
labor. ‘

Although these various difficulties are not universal--some dis—
tinguished organizations rise above them=-they arc on the whole a serious
hardlcqp to management in its understanding of Mr. Typical Tage-earner
and his friends to the right and to the ]oft.

A

Inherent in personnel wdanlstration however is one problem common
to all or anizatlons. Thet is tho' persomnel administration requires a
radically differcnt treatment from the other basic funcitions of business.
Unlike sales, enginecering or finance it cannot be neatly packaged or sct
up as an independent function. ILabor relations apnear wheérever two or
more people have contact within an organization; wherever thére is
propinguity. You can't departmentalize propinquity. And in the same
“sense you cannot delegate the function of labor administration to a
personnel or labor relations director and let it go at thate In fact, in.
so far as the establishment of a personnel department results only in
conecentrating the work in the hands of a few experts, it is a failure,
Good labor relations can exist in a plant only if all of manaﬂemont s |
trained in the proper technigues of humen contacte. The human relations
function, instead of being delegated, must be inseminated. Iuman rela-
tions talent in a plant is of Little use if it is concentrated like cr@am
at the top of the botties To be of maximum benefit it must be: hOmOgenL ed.

Tn- the same sense that labor relations exist wherever two employees
have contact, the labor nroblem has its origin at the local lsvel, The
greatest contrwbutxon to industrial peace must be made industry by
industry. The basic causes of strife originate within the four walls of
some esbablishment. They may be magnified and exploited by an inflamma-
tory labor leader but they begin on some jobe. The labor policy of an
individual company is therefore the most important single factor in
promoting sound industrial relations ond avoiding troublc.

 Bearing in mind the OijCuLVCS of poruonnoi administration as
suggested bcfo?e, 4t dis noceusary of couroe for~. company: to have

¥
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functionaries whose sole duties are the achzevinp of the highest standards
of practice in d@dllﬂ with the human relations problems.

In plwnt* that have no uniens o ners omnel department is usuul]v set
up to deal with bhe hiring, indoctrination, training, ‘health and safety.
of employees., In unlonized plants, a personnel deparﬁm@nt performs these
same functions and in addition there sometinmes is a labpr relations
department that handles all matters relating to the uni o other
cases ‘these two departments are combined into onee : '

A typical organization chart of a departmont for p¢ sonnel and
labor relations functions would include the following:

Porsonnol Dlrector - rﬂsponumble for the coordmnqtlon
-and administration of a complete
porsommel and labor relations )
program with the aid of the followe
ing functional assistonts. '

Manager of Fmployment = responsible for selecting and
‘maintalining an Qdequatu'workJng
forece..

”1pagor of Safe%y and Health - re)pon ible for the
‘installabion and-maintenance of
,afcly nqalpmont, the . instruction
of employzes on safe working methods'
and hahltg and tho provision of
adcquatc medical serviece and - . -
ac13LL¢,u. : CLoT e s

Manager of Labor Rm huloh mvrusponpmblo Lor n@goblatlon
- of Tnion contrachs and thoir vyhtow
. day administration througiout the:

;:,vﬁ‘tz 5;:u 1. Lompany. SN _— ‘  k' L e

Manager of Education‘ind Troining - respensiblc for in-
. ~ ' doctrination of new employoes, on-
- the=job training, supervisory -
I ~training and dovalopmant ‘and-all
C o d .. related trainlnn DrOErems. -

Menager of Employecc Services - rosponsible for the recre-

: : ational program, cafeteria and
feeding facilities, insurance and
benefit progroms, publication of
literature for énployees and a advis=
ory qerv"cc to cnployee. clubs and
achbivibi




Manager of Research - responsible for compiling pertinent
information on proposed and enacted
state and foderal legils Matlon, trends
b - dn labor union activities; compara-
C LlVb'w:JG ua*a, and local, industry

: nd national trends in pe rqonnel

3 policies and techniques.

n

. L

I referred above to the ne 00031uy mder bilateral labor arrange--
ments  for the meshing of machinerye. The word "machinery" has a metallic
sound, and the wmachinery of human orgznization has a tendency to grow
cold and wnyicldinge. This was not helped by the fact bthat-collocbive
bargaining agrecmonts are ombodiod in cold legal contracte, writhben in
language forbldding-and obscure bo most of labor and a large part of
managemente The labor contract is nevertheloss the organic instrunent
governing two partics, dotting forth how they shall live and work
togather, ,

How can we guarantoe that this insbrument will fulfill its-purposc?
How shall it be'made to justify the interminable debate, strife, some-
times bloodshed, from which it evolved? -

Picture a company'which'ha always been non-union, which perhaps
has bitterly fought wmionism, and this spirit has pervaded all layers of
management down to and including the foreman. In such a company,
having a unjon come into the organization has many of the aspects of
living with your mother-in-lawe There is a tendency ‘o sbaj on the
other sidc of the house. Dub eny management, that surrenders to this
temptation is laying uwp trouble for itself., Having snbered into a
collective bargaining agroement managemsn®t must faee its responsibilities
realistically. TI% can fLDH advantoge only by boldly taking leadership
in integrating the 1&00“‘contvach, mrking 3t a fully understood and
living documont. '

The first step in thic process 18 "decoding® the contract--reducing
its necessarily legal ﬂhr@skol gy Lo gimple and colloguial Englishe A
method of 4ccomp71 nlnw this, lnown oo Thn Iugridge Plan, is the '
preparation of a "Here'ls jow" of the wnion contracts MHere'!s How to :
Use the Labor Con® uct" is 2 virtual translation of the legal document
which takes apart every sentence ond sets dovm the meaning in words of
ong syllable. To illustrate, hers is one of tho least complicated and
plainest paragrarhs to be foxnu in a rwcontly negotiated labor contract:

L,'}

"“T”TO 3 18 - UNTON COO”ENAT O“
The Union agroas»to upt old thé hop Rulas and Regulatbions

established by the Company. 4 copy of the present rulos are
abttachaed herectos, Tn cases'ofvviolation of such rules whereln
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7. Help your boss = hels go’ iz
S8, Remunbor this ain'™ bunke

the employee shall have ro@;mrse to the grievance procedure

herein. The Union will caopnr%e with the Company's efforts 1o.

curb absenteeism and other practices whick curb _produc’cnon and -
promote good will bebtween the @Gempany and 1ts employees. The
Company and the Union recognize as essentisl to their mubtual
welfare the maintenance of an advantageous C()mpctl’blve position
based on effieient production methods. Both agree to cooperato
in suggesting, 1nuta'J ling and practicmr’ productisen methods
conducive to maximum prodnot:.vﬁ:fy, minimum woaste and minimum
co».:b." ’

T am sure you'*:ould not consider that a chw‘w“icult or obacure

clau.se. (T could quote many that sre.) Bub examine carefully its
suage and bear in mind the 74l grade education of lre Typical Wage-
“earner and Jnany of his foremen and meny union officials.
in that paragraph the following words:
disérimination, recourse, absent eeu:,m, curh, egsential, mubual,
advantageous, competitive, commc;ve,, maximum and minimume
-are not commonly used, let alone comprehended by wany of the neonle who
should understand ow,zmruh:mw in, the ynion contmct-

Now let us ‘loolf at tho "Wre'* How? oa" th'xs important clauscs

»

"ATt IGTE 18 - TNIO COOPz JR'!&J. Ion
THIS SAYS THAT YOU 61 ’S JLBE GOTNG TO DO SOME BIG THINGS
TOR THE COMPANY,  IT GAVE THY UNION A LOT OF JACK AND IT
IS GOING TO NEED A LOT OF PIBJT;F FROM YOU. ‘

HERE 15 WHAT "?1‘. 41D "HJ'D DO FOR "‘tIIo JACK

 .'.'1.' ‘ 'Follow the rules ‘I‘hm,r sre on the notics boards and

“ditts up to you Lo Jedrn thene IF you think your boss
Jis unfair aboult them see your steward,

2. Stop layin out and keeping down productions
" (Layin out is a provn,nc.km ilom meaning being abucm‘, from, work.) :

3+ Help the whole gang work with the -Company.

Le Get ahsad of oth@r companies in our ouumeua. »Tc, aLl

© ' know they ain't paying as much noneye ' . - i e

5e Make better ‘)T‘O(hl("tu. ’ '

6o G0 to town on productions - i
@ Lo he»lp yous

9. Back your unf.on ‘on. this = it meant business whon 1t
put it din the conm act.“ o -

b

You m may consider this crude and unbucol mg 1 n{ru;g'o for .a digﬁii‘ied
company, but it is common evcrydaf conversation that people readmly '

el L

You will find
established, hereto, violation,

These words
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understands And the objective is to gel across the contract - not to
teach fnglish, y : ' .

i

But the "Here's How™" is not just prepared, printed, and distributed.
In the dynamic field of labor relations nv document can stand on its own
feets The "Here's How" is used as the basis for implementing the union
contract throughout the organization. Hours are consumed by erport
Jeaders in o series of meelings with unien officials and stewards and
every management reovresentative from the rosidenb down to the lash
foreman. No point ig left unexplored, No onc is Jeft in the dark
regarding the ncbnlhg of the coqbroct and the workings of the collactbive
barga 1nlng ogreamente

1h18 procedure maintains manogemont's leader "hip and authority. Tt
gives dignity and. prestige to the foreman in I & relations with employ-
ecse Lt anticipa 105 gricvances and it plsases union offilcials by making
their job casier. But most of all it gives sanctity to the contracte
The union contrach is respected only Lf it 15 understoode

.

May T svggest in eonclusion thet in an ideally organized pland
persomnel management as such is supererogations. If svery official and
functionary had a perfect understonding of his responsibility and
corresponding capacity to erecubte his nwn dutles, then grievances and

trouble would be laorgely unknown, good will and high productivity would
prevail, TMwewmﬂabcn07w%<f applicants for jobs in such a plant.
Workmen want o be well mancged, they want 40 respect thelr superiors,
they are frustrated bV‘f“LlUTGg in authority, precept or dirsction.

The premium therefore is on good managemonte Tn the vastness and
complexities of modern industry, gona mandgemont can be the result only
of expert training, This training cannot be done once and for all,

The inevitaeble twrnover and advancement of management personnel plps
technological changes in method reguire that training be continuouse

Ifin o given plant q11 Lonoctq Oi wo"sonmcl wrork had to be
abandoned, save onc, then the ane ‘mosb 1mporbwnt to preserve would bhe
the tralining of manogement Ltselfl,

CAPTAIN WORTHTNGTON: We are open for ques tzonu.

¥Re DODGE:. T might add that o good 4 ai t¢m I suggesbed here of

the philosophy of wage eorners who hclon& to unlons comes from o very
wide dissemination of inteiligonce through the labor presse L don't
think it is generally known that the labor pross in the United States has
a readership of upwords of flfteen miliion.  Thero is a labor paper -
published for covery unlon member. Nobt all members read their papers,

but some read two or mores Tholr readership is at leasb equal Lo the
“union merbership. '
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‘The labor press does not endeavor Lo present both sides of the
case. It says very frankly that there are enough publications in
America presenting mansgement's case and their job is to present 1"bor’s
casce That simplifies the job very muche They don't have Yo worry
about anything except tbelr own interestse They can stmck vcry closmly
to that line. .

. OF course, that inevitably means what anyone in management and
probobly anyone with an ebjective point of wview would say - a distortion
of the picture. There is no doubt that in many cases it is a distortion.
On the other hand, it does disseminate a great deal of information
regarding our economy and business seb-up that the laboring men wouldn't -
geb otherwisce I mention this only to suggest the importantc to anyone
attempting to appraise the state of mind particvlarly of union labor of
becoming acquainted with this sourno of information on which the labor
leaders depend o mobilize the uuwoort which they need for any action
that they t kea ‘ ' ' -

COLONEL McCARTHY: May I ask if these séminars‘that you spoke of
are atbended by just the forcmen or by all ‘thé workers? ‘ ‘ :

¥R DODGE: They are not atbended by tha'workmén themselves at all,
They are attended by job stewards, by foremen, and by all other members
of managements Everyone in menagement 1s cavered, right from the fore~

‘men on up to the president, on the theory that this labor contract, if

it is.going to Work, has. got to be understood by everybody, and perfectlj
unaerstood.

Now, it remains for. the foremen Vnd the steward bo interpret-the
contract to the workers. It iz too muech of a JOb te talk to all the
workers particularly in largs blanus, so. that is loft to those that have
1mmed: te contact with the workers. : -

COLONWL WcCARTHY' ‘Ts there any'sn601dl means or any sp901a p@riod
set aside for-the foremen %o instruct the workers, or is it just 1sft,
you might say, to chance? : : + .

MR. DODGE: In: bo0 mony cases it is 1eft worse than to chance. No
opportunltles are pro idéd 1n ma iy plants for personal conversations
between the foremen and the workers, Thse machinery is making noise and
the foreman hasg plcnﬁv of trouvble in talking sbove the racket even in
giving the simplest instructions to the workers; and to talk about the
policy of the company or ‘the meaning of - the 1abor contrch under such
curcwnstaﬂcc s is out of the queoumJa. :

Wéwhave'accomplished,this in a few cases by providing more or less

- soundproof rooms around the plant. That provides an opportunity: for

one workman or geveral workmen to go and talk more or 19»3 guietilys
There that is accomplluned it helns a great deale.
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COLONEL McCARTHY: T don't want to pursue this. too long, butbt it
seems to me that the field is not thoroughly covered uwntil all the

“workers do understand the terms. Do you or do you not agree with me?

. }MR« DODGE: Oh; T think that is escentiale  Yes. It is only a
matter of mechanics. : : ‘ '

. Now, of coursz, in an enlightened company one cof the agencies that
is employed.for that is the house organ, I am rather discouraged aboub
the use that industry makes of 1%s house organs. T have examined
literally hundreds of them and I find only occasionally one in the
columns of which there is any message from the manzgement regarding the
pelicies and future plans of bthe company, anything relating vo the kind
off security the employees might expect to zet by continuing therc, and
s0 forthe )

That is not universole Thore are insbances where the message of
the management relating bto this very thing we are talking about is cone
veyed through the house organe Bubt I don't consider that any literary
nediwn is very effective with the seventh-grade man I described.

The CIO NEWS, national edition, has Just published and distributed
with its last issue coples of a gixbteen page illustrated, cartoon=-
technique brochure on the subject of taxation entitled, "The Case of the

¢ > .
Vanishing Paycheck." Tt is the story of Johmy Poor and his bride.
Johnny wag four years in the Servica. Alice has walted all the while
for him to come backe Finally he docs, gobt his old job back, with a
ralse, and they got marricd. '

3

They rentod an apartment, ond, bingol he found that the deductlons,

- the taxes, and the high cosb of living had Just raised the devil with.

that increase from thirty-two dollars to forty-five dollars a weeks
When he got through, he had only Wwenby-hine dollars-left and they were
bhack on their heels. This goes on for sixteen pages, funny paper
style. : ‘

If management would learn to use techniques like that, they would

-sband a chance of getting their ideas acrosse But they are learning
“that very, very slowlye. ‘ ?

A STUDENT: You say thabt securiby is the paramount thought that

. most workers have in minde I ¥now that some companies do let their

workers buy stock in the companye Would you comment on that, sir? Vhat
0ld age seeurity would that give if it was practiced in all companies?

. MRe DODGE: You are talking abowbt two different aspects of
securitys The practice of industry permitting ite cmployess to buy
stock in thelr company tras indulpged in considerably in”the twenliecs.

It got a terrific black oye beginning about October 24, 192%, There
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are a lobt of pooplo whe bought stock in 1927 and 1928 who think that
their c,omp@ny’ is a skin-flint kind of outfit for selling them that kind.
of gtock, That whole ildea, consequently, has been largely abandoned by -
industry, :md the establishment of the consideration of s curi'ty has -
since been in entirely diffevent trhrms ~- in pensions, in the establish-
‘ment of seniority.rights, and in the protectlon of the man on his Jobe
, A great meny of these things have been sccomplished under the
pressure of unions and have not uec,n given by the manacgement iteselfs But
all of those elemenls which make for security at the moment, as well as -~
security for the future, which any individual would look: I'or -~ insurance,
old age payments - that kind of thing is what is now being considereds
It is in J(;hf"b dirsction Lmh 11 movomcnt toward establishing betber
security is voxnh.

MR. MAGNUSSON: Before you get away from the foremen, would you like
to say & word about foremen's unions and their place in indvetricl rele~
’mons and um.on-managewut cooperation? : '

MR DODGE. If you unionize foremen, particularly if the foremen ape
associatad with prodvction workers, then you automatically disqualify
foremen in one of the most important aspects of their job, and thabt is to
represent management %o ‘such production workerss If that practice goés
o, what will happen will be that those men who become associated with |
unions that are affiliasted with produc tion workers! wnions will dis-
qualify thoemselves s and management will have to toke cnother ghratum
above them to rcprwon‘a _‘.bwlf Lmd mbwpmt Gosll to the workerse

Th foremen on the whole don 't want to be T;_znlonmod. The Foremen's
Assoclation of Ameriea has ahout 42,4000 membors s but it has never had _
more than one organizer, which would scem to dndic abe that my obsarvation
is incorrect., DBul the rr‘a on for these 42, 000 foremen be ing unioni 7@«:‘1 is
because foremen would be left ont din the (*oln, with no place to go in many

instances, including the situvation T rcferred o here in the "_Here rs How!
procedure,. - ' g

So he begins to thinl. of his own protecki on. The management-is not

giving hin a “*xnf“ 50 he Llooks bo the next begt nge A very consldcrable ~

part of the 42,000 members of the Foremen's Union are in there as a
protest, not because they belisve in unionism, but because there 1s
fundamental neglect of fore men in American industry. I think that :i. ,
basically rc,snonssbl for Lhu en’mro agm Llon ro;v,m‘mnw The orrxemzam on
of forcemene L

To the workers the foreman is the ‘managoment ¢ Ho is Lhc*’comp’my. ,
If the company does not give him the Jnowic *d;re the education, the informa~-
tion, and the direction that.ha needs in order to manage, the worker is
going bo be dissatisfied wmtl his rs _zxtio" }m) -arnd, nwturajjy saek anofher
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source for his own direction and information. It is a terrific failure of
management not to educate its foremen, who are so important in relation
to the individual workers i 52 :

X STUDENT: Just who interprets the contract and puts it in the
- common man's language? Is that done Jointly by menagement and labor?

¥R. DODGE: This is a device which C, F. lMugridge originated, and

which was pubt into effect, I think, in the first and most important
instance at Johnson and Johnson, New RVUHSHlCL, New Jersey. The details
of the translation of the contracht and the preparation of the Mlere's:
How" procedure were worked out iwiULaL”y_by him. Then, consulting with:

management, he changed it somevhat. * Then the union was brought in and
they sat dorn togefhn and said, "Hor, this is the way we undGTSUcnd this
contracts, Is this the way you und rovand 147" The whole business was
gone over word for word until both sides agroed. '

. Tn the case of the Nationel Can Company, when they published the
"Here's How', it was signed jointly by management and the wnion, indicating
that they both subscribed to it. Frequently it is published as an
appendix to the union contract itself. Bub in all cases the 1anouag is
worked -out jointly with the unione '

DR. SHOVER: I have one Qucstion that T would. 1ike very much to ask
youe - I nobiced that when you were talking aboub the, personnel department
and 1ts different functions you spoke about foremen being the representa-
tives of managemen®t and the real contact with the workers, and sald that
to most workers the foremsn 1s the company. Of course, the foreman looks
to the big boss also and watches for any announcements in his attitude os
reflecting the atbitude further up the line. I wonder 1f you would dis—
cuss briefly the place that the porsommel department in these days has. in
relation to the whole progrim of getiing better production, that is,
better employee relations in- conncctlon with foreman and manawement in
their atbltude boward the workers.

MR« DODGE: TIn this last aspect that T spoke about, the importance
of training the management, I include as almost the most important seg-
ment of management the fovﬂmen.{ Of course, you don't start training the
foremen in industry's programe You start up with the president, TYou
have to geb his undﬂr;t onding and miroval and supporte YouAcet down to
the foremen Just as’soon as you can with the uwnderstanding of all sege—.
ments of management, and thelr supports. Dut there is ﬂouody 80 1nmortaﬂb
from the standpoint of L¢WLHLH‘ 28 the forcmerie

e The procedure hat the aenbl@mun bacl: there: asked about as imple=-
menting the "Here's How', requires an exceedingly expert opproach in
itself. The same pedagogical metheds are nocessary in training and in
“instructing foremen as on any other front where teaching is important, and

that has to be done exmpertly.
R B 1}
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We have in our organlzatnon a coupTe of men who are experts, who
ordlnarlly take that function. They themselves talk to the foremen, some~
times with other management- representatives participating and. sometimes
only with other management representabives present.

- DR. SHOVER: ‘What is the function of the personnel deparitment?
That is the gist of my questions What is its function in relation to the
whole program? o

R. DODGE: In dlucu551ng the organization of the persomnel depart-
ment I emumerated seven or eight dOpartmeﬂt Managers. One of them was the
training manager. It would be the res pon31bL11ty of the personnel
department, insofar as contacting foremen 1s concerned in connecbion with
the point jou raised, if I undorstand the question properly, for the
director of tralnlnﬂ to uake the responvwbllxty for thabe.

The question, I think, can only be answercd concretc]y and meaning~
fully by going into a plant whers it is done properly. You might be
interested to know that at Johnson and Johnson, for instance, there arc
from eighty to one hundred and fifty visitors, representing industries
all over the country that comc there every week to find out how this
personnel function has bccn homogenized and 1nsem1natcd throughout the
organization,

CAPTAIN WORTHINGTON: Thank you wery much, Mr. Dodge.

(17 April 1947 —- 350)E
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