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13 February 1947 

CAPTAIN WORTHINGTON: 'Our speaker this morning is k'Ir* M+.n Dodge. 
Hr. Dodge received his education at Obe,rlin College and Columbia Uni- 
versity. He is a partner in the firm of,Dodge and j:@gridge, consultants 
in labor relations, management development, and labor public relations. 
He is the authdr of a number of current business magazine articles. He 
is a long-term member of the American Management Associa%ion, having 
served as chairman of the Association's program committee and as chair- 
man of its committee on conventFons, He will speak on personnel manage- 
ment in industr$. I take great pZ..tiasure in introducing @r, Dodge. 

MR. DODGE:. Thank you very much, Captain Vorth&ton. 

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

He said'it was pretty bad down there4 ' The sun was hot, the terrain 
was terrible, and the*Boers were really unprincipled fellows. He said 
he went on a scouting trip one day ad ran into nine Boers. He managed 
to kill eight. of them; but the ninth, tlrho had a peculiar lack of any 
sense of chivalry, came up from behi@ atid ran him all the vlay.through 
with his spear, impaling him to 3 rubber.free.. .He vv'as 'stuck there, for,a 
,couple of days before he was rescued. _,.I :. 

One of the RAF boys siid 
I 
, Wasn't %% terribly painful?~~ 

He said, "Oh, no. Not particularly. Cnly%hen I laughedr" : ., 

I: think that the idea has been absoad in some quarte&~‘duz&g the 
last year,or MO that our American economy,has been impalsd'on .%,hickory 
tree. As.far as I know, nobody has managed to laugh much.abbut it., An4 
it has been painful. 

~ 
It is 3qy opinion, ho%?ver, that so long as i;re profess to,m&&&.a 

free society, there v~i.11 be labor trouble.-. Labor trouble i5' evidence 
that a free society still exists. It is a symptom that our economy .i$ 
dynamic and that that- economy is %orkingr'--working'in the sense of 
fermentation. Keeping the whole thing from going sour is an obvious 
problem. Equally unhealthy, however, v:ould be for it to go static. 
Labor disturbances, like progros s, are uncomfortable but.vM.le they con- 
tinue they'nill at lea& be‘portdnt that we have not lost ourcapacity 
for change, and probably for growth, 

~ . 
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This is not to say that there'i s anything good about.industrial war- 
fare per se. Strikes are wastefu!., many are needless and an appreciable 
number are futile. Although they are, to he sure, evidence that we still 
possess freedom of action on the economic front, they are usually also 
evidence that something is wrong. 

In the field of labor relations it is easy for something to be 
wrong. Labor relations are human relations &t the livelihood level - 
the level at.Rhich our lives have most substance, but where at the same 
time the ice is notoriously, thin. Few are free from pocketbook' 
sensitiveness. 

. This is hazard enough v&on people dealmith each other one at a 
time; much worse when large numbers are involved. In present-day indus- 
try workers by the hundreds or thousands must be dealt‘nith. This 
accounts for what is now knovrn as, industrial relations, a phenomenon 
that has corn& into existence only because industry has got big. From 
that day in history when man TKfirst engaged for biro down to the 
relatively recent past, the ernploTymcnt relationship has revolved around 
the concept of master and servant. It was unilateral. For a long time 
after the industrial revolution, it remained unilateral. The transition 
from unilateral to bilateral has largely occurred during our own lifetime. 

' 
The bilateral concept is now legal. It has become dominant over a 

considerable part of American i-odustry. Roughly one-third of all 
occupatFona1 workers are directly affected, and they are for the most 
part in vital industries. For the human relations of these workers with 
Yneir 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 ?ihich almost no one is prepared. The 
leaders of the lab6r movement are for the most part men qualified to ' 
build labor unions, not to run'them. 
mrequently with Gh other, 

In their relations with industry, 
they are inclined to behave as if life 

itself deeended upon a constant'drawing of the sword. EiIuch of top 
management, still .tinged v;ith the master-and-servant coloration, is not 
psychologically or emotionally reconciled to bilateral labor relations, 
The public is unhelpfully partisan-divided between those who see some- 
thing sinister in unionism and those "touched" with adulation. FEW .are 
indifferent. The government, according to the concepts of democracy, is 
out of its element in attempting to manipulate such details of our 
economy. And the y?orkers thems$ves are caught up in a force beyond 
their understanding or-control.. 

Yihat stats has this got ES into? At the height of the storm of 
strikes following VJLDay I took down from published records and pro- 
nouncemento the exchanges between the representatives of two of our 
greatest industries and their respective unions - exchanges voiced in the 



"Labor. . . . 9 . , 
1&33.agement . . - . 
Labor. . . . . . . 
Management . . . . 
Labor, l . l . . . 

Management , . . . 

You asked for it1 
You are pl‘anning an economic debacle. 
You were .d~terminod to havct a strike.~ 
33 are telling you. 

Labor. . . . . . . , 
lkwqyment * l . l 

Labor. . . , . . , 

Management . . . . 

It's excessi,ve monopoU.stiC power* 
,%oke S CXW3il l You are unwilling to 

harsain on the basis of economic facts. 

P'orcc card. threats of forcel 
Doterminod.arrogance and adamant refusal. 
.Even children multiply their tantrums if 
by doing. so they c&an rule the roost. 
You asked for itl" 

7n those exact quotations there is $2 st one correction to he noted: 
the words ascribed to labor were spoken by management and those put ti 

'the mouth of managcment~wcre spoken 17~ laborc Reverse the order, hcrvv- 
dver, to the frw authorship. Cand the result is equally dismal, The words 
do credit to neither side and in no sonso do they contribute to undcr- : stnndin9y or industri&!. pc&c: . 

! 
Change the scent for, a momon-t nnd listen to n colloquy extracted 

from the labor press: 

rrItts another cast 06 managc~ment going fishing until ' ,,. r 
the boys .had to hit the bricks. Lot 'ti start getting ' 
a little starch in our wrists and hanging tough on ’ : 

', 

the -issues. Eump the: scissorbills, and keep 'MM bogs 
from sloughing; ,off on the job, Don%.pi.ck a man ,' 
sj.mpl~~.&xx.m~ho 1s a leather~lunged I&w mith‘nothirig 
in the top storj -- he wouldn't help the mombers any 
when the chips are 13.m~ 31 a ho73 war like this 
you cati% expect succor from the burrocrats or 

,, 

* the alph~be%iacd tsxo'aters. Those economic'hair- ., J 
trigger-brain boys-are in cahoots with the 
compcany~o swivel-charis ~ti~derground~ haymy, tlid 1 
pork-choppers won Jt wonder yo%.l' 

Those words perhaps suggest how far Sway we are from talking a 
common language concerning~&& is a ccxnmnri problem--a problem in which' 
in reality there exists a broad 5dontity of intorest. I could cite 
por?derous language of- management whrtch i s e'qually inscrut~able to labor;. . :- 

Let's go behind this language,‘ The stand of oithr;r labor or manage- ) 
ment rests in the end upon the, beliefs, misconceptions; aspirations cwtd 
conditions of the individuals who make up these groulos, the workers and 
the bosses. And the success of personnel management rests on how well' 
those who manage u_rdorstand those to be managed, and vice versa0 
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Assume that I am a typical American wage earner. To tell you about 
myself asa wage-earner let me draw partly on my own observations and 
~expcrience, and partly on a oharacterieation for which I am indebted to 
Vr. James Fsrmer, a CIO labor official of Seattle, Washington. Here is 
0, composite: 

I am an American-citizen. I went to school, although I didn't get 
beyond the seventh grade. I am in fact one of 41 percent bf the people 
of the, United States 21 years' *and over who have never been beyond the 
"seventh grade in school. I am not vorv erudite --not erudite enough in 
fact, to.use that word. I ax? mnrr~txi znd have. tmo children'. I csm buying 
a homo and have an invostmont of about $7,000, counting what l? oz-n of the 
house, the furniture and a 1939 Chevrolet, ?$i main objective is to 
protect and extend my i;nvostment, to retnin my individual identity and' 
to raise my children as respected members of the' community. 

I hear a I.ot about Isms but haven't boon taken in much by this talk. 
I m 311 Americ~an. I 8a.s born hero, I like it here znd although I am 
co,nfused about this thing they call free onter-psisc I gue6s there 'is 
something to it. I don 't SW any of the poopl,c; T;rho complain against it 
trying to rush out to othor parts of the -~~orld. whcro Communism and such 
thj_ngs src procticod. Thcro isnrt any great movemxt out of this 
country. The pressure is all in this direction. 

I am a little suspicious of the Doss. For twenty years politicians 
and the labor presshave been telling me that boss men are notto be 
trustedr I see in this labor paper that I rend here, published by the 
UAF, that the meat trust is holding up a lot of meat. People have un- 
covered huge meat hoa-ds. In one place eight million pounds were being 
kept from sale to the public. Well, when I read ‘that stuff, I get a 
little suspicious. I thjnk maybe they are not to be trusted. Don't 
these fellows know we have to have moat in sor to work? 

My boss has a couple of big cars. I hear that some of theso fellows 
make a hundred thousand dollars a year. I couPd.use some 'of that jack. 
I have heard a lot about monopolies and cartels and the Viagner Act and 
Wage Stabilization; but, fra+Ly, all that doesn't make much sense to me. 

I carry a union card. xx!. th'in!~ unions are a good thing but this 
union business has got too 'big ?"~:.a mo $oo. I don't understand just how 
it works. I think these are times when the only thing a felloxF can do is 
to strike but I think strikes are bad and :Irhon I read that millions and 
million:; of d;?ys have been lost through strikes in the last.year or so, 
I don't get it. 

V!'hen I took this job I was told t&xr'~to hang my hat and,whore to 
punch the time clock and was givonsomething they calla handbook which 
iooks awfully complicated. I was also told t?urt my job xas impou'tant and 
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I had to do it right-but I wasn't told ce&ything about what this thing is. 
used for that I make, or anything about the companj.esl busj.ness or 
policies, or how I fit into the scheme of thjngs, .* 

The union doe,sn% help much,on this point either, V&n I went dmm 
to headquarters to sign up about the only thjng they told me was how much 
the dues are and 9;rhcn and whore I have to pay them and then they gave me 
a'numbsr; That 's'what .I. am in the union, a number. . 

Of course I pick up somethjng at the corner when I stop on r;ry way- 
home to get a beer& And.& lunch t&o the boys talk some about the job 
and the company and things.. I Iisten to the radio and read the lcxal 
papsr, mostly just headlines and the sport page ahri 1 like to follCW (70e 
Palooka. I ~a.Iso &at a Labor paper and once jx a while a couple of them 
and‘ I mad them prbtty-thorough. What they tall. me mostly is that the 
big bosses arc all wet, grab most of thodough and leave us fel.lows.with 
pcanutsr They toll mo these fellovrs take ttiienty or thirty cents profit, 
and somotiies fifty or sixty cents, 
(Wobody has ever told .me 

out of every dollar of sal.ese' 
that actually it 'is only about four cents). Vith 

their big salaries they got much more of the take than we follows do. 
(Nti'one has ever toId me that of the total ofwages and salaries paid by 
American industry, wages amount. to & ‘$ercont, salaries only I.3 percent), . 

I was'down at the union hall one night and $8~ a-movie, ffDeadline 
For Action," that the United Electrical Yorkers got up. It's mostly about 
G. E. and the du Ponts. anti. Wall Street and how they're' ganging up on the 
country sewing everything up9 and how it's getting worse. Rut it also 
shows about a refr$.gerator and -&tit it costs to make. 'I was'surprisgd ,to 
see the cost of wages to m,&ke a' refrigerator is only a'li-i;tle bit of a 
par-h of what they get for it when they ~1.1. j-t, I guess that if they ' , 
put my wages up 30 or r,,ct. per~cont.~it -vvouldn% need. GU make much difference 
in what the peoplx have to pay for the rofrigorator# '(No one has ever' 
pointed Ott to me that if you:look at the whole opor~~tion--digging the 
ore a&making the steel. and get$ing, all, the other.ralT materials and the 
freight and al.1 the cl.e~ical,~hoIp and the salosmcn~s wagas and building 
the store whore the stuff,is sold. and keeping it up and repairing and 
servicing‘the refrigerator after it' s been sold and delivetiod, then it1-s 
almost nothing b&wagoor. ,T. hat hasnft beon explained to me), 

They tell. me the way to have prosperity is to pay workers a lot of 
wages, so they can go out and buy things and therefore the bo'sses will 
need to hire more people to get the thing s made and everybody will.have 
a job. I*ve heard something about prosperity depenrtjng upon, getting 
things made‘ cb.eapl.y so more..poopl+:can buy them and that increases the 
market. Thatfs: a little .too:~complic&ed for me and I think Ifd.rather 
go for the high'wage stuff* ;. , ,, 

. 
You may think I have a:?.ot~of screwy ideas. If anybody l&s .u~y 

better ideas I'll listen but I sur!; 'don't get much dut of these full I 
' 

--.- ---.- .-..~,~~-,~-~r_~~~~n.-*_.l., j,%.,*yI1 .I^I.y~IIy”.Ip”I.II”x.--^l -.-.-- - .-.-. 
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page ads that the NAM and some of the big companies ,run. Down at 'the 
plant they put‘up some posters and. pictures on the wall with mighty fine 
sounding language; but as long as they havo that guy ‘Nort&z the Dumb 
in there as foreman.; that stuff doesn't mean much to me. 
'! ; . 

You call me a typical American worker. .Ma,ybe that's right but I 
want to toll you that there are some of them that don't/think the way I 
do. They aren't uncertain about some of these thinks. They know the 
sCtup is wrong* I get fed up with so much rCe.nting and raving down at the 
union hall and ,donlt see what they're talking about but a lot of the ' 
fellows swallow it hook, line Land sinker. You might call 'am radicals, 
but I've got a wife and two kids. 

There you have the'mnn and his friends, who constitute the person- 
nel in indutitry to be managed. How did they get the way they are and 
can manngcmont cope T?ith thorn? 

The ,answer lies in part in the character of management. DIany top 
business 'loaders are living in <an :i.vor~ t(r:ror. They? are prone to assume 
that good deeds speak for thcmsalvcs. IIaven~t vie aktnined the morld's 
highest standard of livjng? Wha-I; arw you kicking about? They bGlieve 
there- is nothing about the labor siturztion that c;tnft br? cured by. 
restrictive legislation and a dash of uncmploymcnt. !Choy overlook the 
fact that uncm@ofl~ont offers only an illusory advantage ,l.nd that the 
basic problem will.not yield to political alchemvW It is no easier for 
Republicans.than Democrats to -make man hew and haul against their will., 
Some legislative zeform is desirrL'nf.e, hilt it ,is nocessay more to correct 
l@,gislx%tive EXTOLS :in the past than tp prov9de a positive pattern or' 
formula for ~ro~~ucing.wlll~.ng~~wcirl~er~ ,.,, who alone can achieve the end of 
high productivity. On0 cannot ~le~i.sl.ate wi%l.ingncss~ 

Top executives are also inclined to: be unrealistic about the kind of 
labor leaders with whom they have to deaJtl.. Get rid of some of these 
leaders, they say, and evoqything will clear up* They forget how the 
racketeering type of labor leadership came into exintencc. They forget 
that for a long period. of t&no they themselves put all kinds of obstacles 
in the way of laborts organizing, to the point that a man almost had to 
be a crook ta get around them, They do not rccognise that since such ' 
leaders cxame into power partly as 
a change in managemontls ~oli& 

a result of ma.nagemant'ls own policies, 
,s might bc 'one wny to get rFd'.of them. 

Rxllabor lenders hz.vo hard oI..edding vrhoro labor conditLons are good. 

h -ri:cont study of the perso-nal. histories of l.43 men &W in top, 
mana.gement 'poSitions in! some of the largest industries in America turns 
up the %nteresting fact that the average starting vrage of all 143 rps 
$1.3.40 a week. These men must hcve learned a great deal since the 
Chirtoen-forty-a-week days, but also haven't they forgot .a lot? Have' 
they not pe+hnps been transformed :.:~-i;o :-: different kind of people?;- The 
process.by which they Feachcd the top eras in most cases through the 
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emmAso of superior Compctitivo,' not cooperdt$-$2, techniques. ThFy 
.6$&n&h thc2j.P way u.p . Tt is x?.ot to ha de&cd that handling b,ilatcraJ' 
l,abor' arrangements shoul.d bo foolCod upon 2s 3 bus5xess proposition in- 

\ 

volv:i.r\,g the Sc2JK? kiX.Cl Of give’ clU?d t&o thZt p~Cvails on lnOSt of. l&C 

business front. 
, 

Rut the correct hrmdl.:ing o:f human rolz-tions ProbLons necessitates at 
least the capsc9t~ for cooposation. Xt has long since buoh ostablishod 
th3.t efficient production rest. s: on many other factors besides'technical 
prof M.ency. 1t rests for instance on congeniczl.ity of environment'and 
thj:s refers not only to ~~hyr;ical.'con?:i.lions but also to the social., 
parsonal..ity and behavior characteristics of the group. Skill. al..one is 
not enough. The spirit must be willing rund the spirit is something that 
has to be won* A, top e,xecutj.+e who has g&nod ,promotion through sm~&-l; 
strategy or hard driv:itlg in not new-c3 I ,,darily qual%%xl, for tha job of 
winning the spirit of his emplqyr:os, I say, Wet noco~snri2y.~~ Some- 
t:imes it vrorks the 0 the r 7yy * 

' ,, 

'. 

5 

", 
Another difficulty facing the top exacut:i.ve is that he finds himself; 

due to the upsurge of labor dur&; rticont ywr~, on the defensive. 1t 
Has not been the historical. role of the American busin,css ma.13 to he on 
the defensive. He ,:is +xPf%xI and fru.strxted, inclin$d to look for a . . spscxf:~.c~ some ~~titcriou::~ oolution Eke sul.phur or pc!n:icillin to cure his 
l.abor trciub1.c: . Al-thou& hg 1;2ay ~,ntol.lectua;lZy. accent t,hz new bilateral 
ordqr, ivhen it combo to EL ,nhoW do& h:, is all. too l.:ik~~Q to rovort to tho 
m;lstcr-a.nd-sc?rva~,t -4x'cBnique. With %houstmds of yc.:&‘ behiticl. this con-' 1. 

cept.; m-Id only a few ycqrs 
, 

bohlnd. the: practice of col.l.cc~ivo bargaining, 
his reaction is nTr;lxrp~~:i.singr 

: ". 
I 

Also an a.pproc~IZI)k' part-of' manngomunt still. coricaiws of the .labor ' 
]?r'obl,erri a's boLr# one prtic5~xtl.l~ of wqg~~. ; kl nSpoct of_ otr dJTlamLc 

icono~ .is 32te. sva~ntibti'wh~ch has taken pl&: ..in the way the wage 
~. 

c&%.er s&~3s .himsti;t.f. , Xwtcsd of being just a worker he is nqv~ an : 
aconomic' po!rSon,, Al.thou$:h ho hz,sn't bccoinc?~ mucQ of ~n'economist, hc: 
nanto srz-t~..sfactl.ons just the? way .the school books ,cn;y* That is something., 
m&x Ux.tn just nvccixgc , . 

shmAty of omploymcn~; 
This means not only cdngeninlity on the: job but, 
:,ss~~rnnco for the future;, ", sCxt:i.or5.ty l5&ts afid 

sinxilnr Lt?OWFU.dS for I.OIIi< EkYA ?,Op,l SGXTiCO~ . 
< 

I ‘_ , I. ,.I : 

In large or~~ani2i~tions i&ul~t:ibr~~ .toncls to, set ia -cC%hin m&nagemont 
12:: well 3s botwoen ,itsclf ,znd. its 

*, 
itself, at its vLtr:j.ous l.ov&l.s, '_ 
empl.oyeati. Ties Stratlf~~Cati.on sl.aws ug Ifr.ee .corr,ruriicatioti of ideas in+ 
both direction@ Y. l!~fforts at c&rm~: :~.cat.T'o~‘froui tdp mana.gt!ment to 
cm:pl.oyeF: is apt to hoi down , par-t:i.culnrl;y when:they attempt to ex&i.ain 
polky cjr'. indul..~e~ %n education:al work on the bab'ic problems of business ,,. 
and 07j.r economyr Recently t&3 how32 organ 0.C a Large cog3orntion 
endeavored to instruct 'the omployws 3-n the danger of WCLat:ion.~ To 
remedy in.fl.a%ion, which it ascribwl to wage: incrcascs that b.vo onb- 
distanced &ins in productivity, the artie12 stnlxd that tha result would ',. 
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not be so se,rious "hut for the fact that important segments‘ of our 
population have fixed incomes." 'Well, that's just too bad," the employee 
says. J'H'< like to get my haxds on some of $hat fixed income mysel.f. No 
lay-offs, 
flat. 

no unemployment. hlxays income.*r 'the piece, of .course, fell: 

The~instruction of emplo p y,i?s regarding such mnttors must utilize 
proven pedagogical methods. Tycoons are-not teachers. That fcamous bon 
mot, ffThosn who can, do, those who can't, teach," has a reverse appl.ica- 
%Tn in industry. Those who do don't even know how to teach. And many 
of them are so busy doing that they don't even have time to think. For- 
this and other reasons we'have in industry ,inadoquate' training programs, 
cspeci.glly for nanagoment, 
labor* 

2nd vast intolloctual wastage, especi.alZLy of 

Although those vrzrious difficulties are not universal--some dis- 
tinguished organizations rise iabove them--they are on the wholo a sorious 
hnnddxap to management In its understanding of Zr. ~~ical";;'age-eanler 
and his frri.ends to the right and to the loft.' 

\ 
Inhorc&in personnel administration however is one problem common ' 

to all. organizations, That' is tha.:; ~.o~~sonnel administration requires a 
radically difforont treatment from -Lhc other basic functions of business. j . Unllko sales, engineering -or f9nance it cannot be neatly packaged or set 
up as an independent SunctLon. L5bor re%at:i.ons ap~eas whcirevor two 'or ' 
more people have contact ~~Fthin an organisa-Lion; wherever these is 
propinquity. xou cnntt departmentalize proninquity. And in the scame 
sense you cannot delegate the f&ction of I.abor administra%ion to a . 
personnel or labor relations director and I.ct,it go at that. Jn fact, in : 
so far as the cstablisl~ment of a pesscnnol. department results only in 
concentrating the work in the hands of a feW exports, it is a faXLure. 
Good labor relations can exist ?n a plant only ri..f alJ. of management,is 
trained ix-~ the proper techniques of human contact.-The humc-ul relations" 
faction, instead of be5ng deiogatod, must bc insemlnatcd. Ihm~an rela- 
tions tal.cnt in a plant 5s of littl..e uso if it is concentrated like cream' 
at the top of the bottle. To be of m~axtium benefit 5-t must be. homogenized. 

111 the same sense that labor relation- i) exist wherever two employees 
have contact, the labor ?robXem has its origin at the local IeveI.. The 
greatest contribution to indxstria1 ;)eace must be made industry by 
industry, The basic causes of str%'c; originate within the four walls of 
some establishment. They may bo magnified and explorited by an inflLamrna- 
tory Iabor Leader but they begin on some Job. ?!he Lnbor policy of an 
individual company is there=the most important sin&? factor in 
promoting sound industrLnl reltition~ r3 and nv,oiding trouble . 

Bearing in mind the 0bjeCtivos of personnel. adminislxation as 
suggested befor&, it is :x~cessary of .course PC& a company to hnve 

i 
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fWV.%.onaries ‘who% aolc dwki.co aw,, tho gchj.ev& of tke hip&& s2;andards 
of practice in denl~ig with the Jauraan raI.atj,ons pp&loq~, 

up to 
In plar~t:; t&t have nb unri5xx3 n pepsctxn~ol, dojx~*tme$t is ?usu;zll.;y set 
deal w4th the Erin,~, indoctr~ntrion, 

of employee3. In unin+zed ,pYLarlx; 
training;, hleal..th and safety 

a- personnel dep&xrkx& performs -i;hesc 
same functions and in ndditf.on there 8ometimos is a labior rel.ntions 
department that hand1.e~ all. matters relating to the Unix'""' ""‘~2-1 other 
cases Yhzse two departments are combir-+d. into ape. i 

A typicnl organization chart of a department fey pc ~onncl and 
labor relations functions wouLd i~c3.ud~ the fol3.ow511g: 

Ru-sonnel. Director - responczi.bla for the coordination, 
.and aclministr~ati.on of a com,pletg 
~oorsonnel and labor r&I.ations 
~rogrpn with the aid of the foll~ow- /' 
ing func%Sional sssl.st3ntx3 l 

/ 
anlagr: 3: of Emplopmt - ri?spox-:lh3.c~ for scleoking and 

m,3,intail;:i.ngvE:i.ilg an adequate workl.ng i 
force.. 

Pkmagcw of Safety and EIe,zlth - responsible for the' 
i~'s.tallatibn S,.llCi _ ~iKii.~t~Kl.TlC@ of 
02.f~t~~ equipment, tf'm I j.notrmctlon 
of 'cmployeo S 

,, 
on sa$‘e woA%ng methods 

;21rlc ~zM.ts and tha pro&.s.ion of 
,, 

'. 
a&quate medical scrvzice and ~ j 
?acil~i-ties. 

j 
.,' L .' 

,. . . 
)Or R~htiOllS -. PCfStoOilSible for m2pokkal-,i& 1 ’ bb.nagf.?r of I;a~ .-. “- __-..L_-___ ,. 

of Tlnion co;ltra.ct:s and tb:l3- &w.%o- 
u -.- 

‘,, ,. sI dtljr ndr$inj.str:~~ion thronglput the ,_, 
,.’ * : ” cnmpally!, ._ ‘- 

?kxiagcr. 
. . : 

.>, 

: 
‘I 

Manager 

‘) 

of fiduca~inn ;zlld %rzinLng - rgsl"nsibIc. for :I_n- 
cioctr.ina.-+.on .of ,plow employoas, on- 
tho~jok,~trn.ining, supos~5r;ory 
training and dovolo~ont Andy all 
rola-tecl tra5ning pGogr2ms.. 

. 
of &nploycc Sem:&cc:s - rosponsiblc fpr the recres 

af3.om.Z propxn, c&tmI.a asd 
feeding facXL-i.ties, %~~~ranco rend. 

', benzfi:t program 8, pubLi.cnt~.o?n of 
,‘, ., \ litcratzrso for orq~loyccs and advis- 

OFJ sorvicc to t:r!lpl*o;yo” c1;kEl ‘alld 
- - .L. .! -_.a t : 

a.cTjILv:LT~: . a 3. 

1 

. . . I., 

:? ,‘/ I’ ,. 

;; 
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J!knager of-Research - responcib2e for compiling pertinent 
x r;in:?or-mn.t:ion on psopozw~I.. 2nd enacted 

sts'i;a :l'i?:: f~il~ral. lagisla,ti.on, -tkwnds 

in l@Or uniions Zl.CtfLdtL;.eS; CCGIlpSXl.- 
i;ix,re 7,kJrxyc$ L.r’ &yt,a ‘, rnd. local, inalJ.st~J 
and natiorra,l. trends in oersonncl 
poJ~icios md +Amiql~.es-; 
‘$ 

L referred. a’nevo to the r:!cc~ssit,y u.nder bilateral labor arrange- * 
ments~ Por the meshing 03 ~nnchincry . The word “machineryff hns a m&all& 
SOLXld, and the mac?Cnery oR huma.n orgzn:iz,iti.on has a -Ler,derxy to gram 
cold and xa-@.;:ld5~ag. This was not hoI!pod ‘byy the fact that- collactive 
bar~;&G.n~~ agroomo~ts CDS ambod5.cd in colA logal co7.&racts, writton in 
hIIgl;lr!.~;e forbi.ddin>g- .?.nd obGCWY2 to most of Labor cand a’ k’zge '$Jdi of 

m:sra.~~eI?lc~rlt~ * T’he labor contrnct ::s- r~ever~~h~>l ~1s .ut s tho org::nic instrument 
go-K rni.n.g two par-ties , tiottin~; forth hm -they shal.‘L liw ax?. work 
togotbc?r . . 

How can ‘I-TO aguxrc?:xtc3e $2u?G th:i.s instru;n:;xrt vi11 Sv.lfi2.1 Xts’pxrposo? 
Iiow shull it be-mndo i;o jlln-tL.fy the L&l.. ._ cl>- 1 wind-h debate, strife, some- 
times bloodshed, from wh~.ch it evolved? 

Picture a company whi.r:h~ Ixt~~ ols~~ys becn non-wi.on, which por!~~aps 
has bi%tcl;Ly fought w-li.on:T-nm, and th-is npirS-t IFS gxwvarled alR Iayers of 
ma3agamsnt davn to .and kxXl.tiing the ‘foreman~ In such 2 company , 
havkg a unrion come Lnto tAe org:+nizat:lon ha.s mzi.ny of Ghc ttq~ct:~ of 
living with your r!lo.thor-irl-3..n e There is a tendency to stq 0i-1 the 
othw side of thn houses %ri; xny rr,az~,~~iirwnt that suiTrenders to thL& 
"r,sqrbnti.on is laying up ~~YMA Xor i"csoILf. Elving entcrod into a 
collectivu h~~~gxir~2~1g a&rc?<>r!ionI; F!:!xID.~cxI~:J;~_~ must f~~co i?,s rcsponnibUities 
re3li sticalf.~. It can find advxxt~.~g::! onl..y by bo1dl.y t&i,n~ Ioadcrship 
in in-tcgra-king the I~~-'Kx~P contrnct;, m.!:J.ng it a .fuUy understood 2nd 
living dcxwxnt. . 

The first step in th2.p process; 17.9 ‘*decockin, 4 the contrlact--refl.ncjng 
its necessarily legal phrascLl.o&g- tp s:irn$l.a and colloquial EngY.rish. A 
method of ~4ccom$Li.shlsg. this, ~!CXIXQ as the Xugri.d;:e Pl.an, i.s the 
preparation c?g 8 “Here’ 9 s Hap 0-F t;hi2 ;mion corltr~.lct 0 99p;cye 9 s HoTJf JryQ , 
Use the Labor Con'xact~t is .z V?:.l.+xll tray?s:lnt,ri.on of the legal document 
which. -lx&es apart OVTST~ se&,~ncc ~ZZKI s&,s down? 5hc meaning !.n words of 
on8 syllable. To illlwtrato , hwe 2.8 on0 of the l.csst compl.:i.cated 2nd 
plnine s-t gnragraphs to be fomr~ in a rrccentIlg nagotintc:d labor contract: 

wmdL3 $3 - ~?cm! coori3~A~Y-o~~ 

Thd ur,-i:cln agrod to qhqld.. -alo Shop Ihdas and ~Reguk3,tions 
~~~t~.bl..ishod ‘by the COITIPS~Z~~ A Co:&? W? thy ~~GG<XI~ IX~-<?S EWG 
attxhccl i1,creto * In c;1803, 02 viola.ti.ol: cd SlI.C:h T-dbS -~JhW’t??fl 

. -LO- 
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the employee shall havWrecWa%a? to the grievax33 .prOC~dUlW 
'herein .' The Union will co&rate witi the Company's effo&S 'to. 
curb nbsenteoi.::m and other practices which curb prod.uctL,on tarld 
promotx good wi1.1 bctt;reen the' Cbmpy~~ ad. it:: c:~$~-oJ~ws. The 
Comjxny and the Union rwxgnize a$ oasenti2.E to their mutual 
welfare the rnxin-f;cnnnco 02' an ntb.~ntageouo comp&Stive pbsttj.on 
based on effic?.cnt ,pr~ducti.on ra?Wzods. Both agrco to CoopeWto 
in suggest$n~, I.nstal.ling cu~.2 pract$ctig produrction methods 
conducive to ma&mum productl.v4ty, min:i.mum wasto and minimum 
coi3t." 

1 am sure you t.iot& not considw that a diff-icult or 0bacWe 
cla13.so. (1 cov.lcJ, qia3.e many that nre .) But warnins carefVX!.y it3 
I,xngua,zo ,and boar 5.n mjrxtl the '7t:it grads:> education OS Qr. 'Typical Wage- 
earner and ,iflany OT ITiS foremen axi many union officials. You will find 
in that paragraph the Sol.l.ow?x~ words': established, hcwoto, viola%j.on, 
diac%.m~.nntion, rccoursc., ahsnnteeism, CWh, fX%Wlti~~, ,ITlLlt~Ji2~, 
a$vantagoa~s, ctq.wtJtive, couriucive 9 maxj~nurn and minj.xum. These words 
are nat com.non?~y used, let b.J.onc comprehendw? by mny of the people who 
should understand eve rybhing in -3~3 ‘union contract l 

, 

Eaw let 1.2s look at 'bhe "'J-Iew fs %,v~ of thf.s important CIERXB. 
* 

"ARTrCL,E 18 Y rmro:: COOP~~~TIO?f . I 
THIS SAYS Tl3AT YOU F';UYS hJ33 GKIXG TO. D3 SOl$< BIG TKlrSGS 
lm?. THE CO!~Tr,liI~~ . XT G-NE TEj ~T,%T:UX k LOT OF JACK itXD XT 1 
IS GO.JJT$ ‘I?? NEED A Lc)‘t: CX’ Xl%P F’P,OX YOU, ' 

If : ~TFJra fS lE~w T& snrd V-E 'D Do FCR TKCS JdCK --~..---L--*-- ,"' 
i. a? 'Flollcw -the ccy~os . They. am tm %hhs notic:i hdard$ and .'. 

it's up to you to I.etilin thm. IIT you th:inlr~your boss '_ 
is urd'ai.r, about thGm see your &elira.Mr 

2. 'stop I,zyen, out and keeping dowx? productionr 
‘(L<qyiri ous, i:; R provinc9tiliom meaning being absent f~o~~:~wrk,) 

3, Help the vrholq @.ng wwk b;'itla the Gompany. 5 ., 
4. Gut shond a% other com~axicrs in our business. 1% a:11 

know the-jr* a:in't p~;@-~g as muoh money.~.' .^ 
,5. 'X&o bottcr products. 

6, Go to towi on produc-kh~. : 
a 7e %+I your boos e.0 ]l@ ',q @:' i'-: .::,i help yell. * 

tii @emhmbcrE this ain't bunk. 
,, 

, ' '. 
3. %x1; you+ u.n!?.on an th?.~ - it meant; b~~inc:ss mrhoq:I% 

put i$ ,522 the: co?ntx*act,'f 
, .' I 

Y0f1 may .co&idcr tM.s cruda :Jnd ~~lx2Sx!rl~~ lan.gz~ge. for.a dignified 
corn&any, but Ft 5-s common evayday convc~rsatinn ,that pcop3.c r&ad$&y 



, understand. And .t.he object:Ive is to got across the, contract - not to 
teach Xngl.ish. 

i 
But the "Iiere 's iiow" is not just rmparsd, 1, 

In the c!iynamric field of labor rcb.ti.on's 
nr:i_nted, and distr:ibutcd. 

no document can stand ori :i.ts own 
feet, -1 The 'Wre 's mx" 5.s usrxi as the basis for implementing the unri_on 
contract tlrow~~hout -21o organ.ization. FIours are consuaed by expert 
7.enders xl a bsr?riuS of meetings with 11ni0n offic:i.a13 3.nd sWw:lrds and 
evcqy miznagems;;.t re~~resenC:&ivu from the prcoidmt d?:a~~? to tha last 
f0iYXEU.l. No point is left lxrzcxp:l..ored.. iJo one is left in the dlzrk 
regn.rtiing %hi: meznj.ng of the contract and the ;-~orki~lg:; of the. CO~JOC-~~VC 
bnrgain:i.ng agrcemont. 

This proccduro inaintain,s ma~~;~ncnt I:; Il.aadCdlrship and wthority. It 
gives di.gn?ty 2nd. prcst;i;;:o to the I forawn -in hi: rcl.atlons with aploy- 
COS. It anticip2.tos ,g:i.ovancos and it ~d3a308 union offic?X!.s by making 
their job a&-era But most of aILl it g-ivcs sanctity to the contract. 
The ~G-on cOntr:Ict 5.~ YCIS~CC~OCI OZ:I:Q :if :I.t IF understood. 

Nay I su.gg2st in conclusion that im ran i.deaZ1.y organizotl p1xlt 
m3rscplnel lmmgcmon-t as such is sqxx-erogation. 
hunctionc~~ .1;3ad a pfwfect Un.der+- 

If every oSfici.al and 
I> miding of his rbsponcibil~ity *and ' 

corresponding w;;?acity to e:~ecute his clr.pml duties, then gsievznc~:s and 
trouble would be Iwgoly unknown , pod vi.33. nrd high prod:.zctivity rrould 
prevail4 There ~~roixld bc. no lack CX qqd.i.cmts for jobs in such a plain. 
Workmen want to be mct:L% mancgod, thoy Trant L6 respect -their slqwiors, 
they x-i-! frustr;:%c~l by :I-'zYLur~~s i:n ,z,uthwity, proccpt or d.l~>ction. 

The nremium therefore j-3 oA good mzn,zgemc,-nt. fin the vastnens and 
com@Lcxit3.es Of ??lO&?Xl 3.IJ.dLl.S~tX~~ 9 good. m:mdgcment can bc the result only 
of exr3er-t tr2inincr. t. TM3 trc?.:'iriing ca2noC be dO?.lC once: and for all. 
Thi:: inevitcblo tu&ovcr and zdvr?nccmc:lt of mnnagcmcnt personnel plllS 
tcchnologicnl cbm &C s i.n m~%od. rc!qu:i_re that trr;l_?n?~g bc contrinuo~s e 

Tf in n given rjZrtvlt 211 aspects of ucrsonncl. work had tn bc 
ab<ctndoncd, ,sav~ CIXC 9 then the C&C ho:;-t i~np0r";:i-n.t to ~TCS~TV(;! Vjou1d' ho 
the trai_ning of mznngement B.tself. 

' 
CAPTNX WQRTJ~:FW?O~~: % 2re open for qUestions. 

NT?. . JXXKE : '1 ,n:i&t n&A lA?"-.t 3, plrd d?xi‘L tk?"t :L suggzstecl here of 
the philosophy of wo.gc cCaa --nom who belong -to: unions come A from 2. very 
-xi& dioso:nin~.tion of' i.rixIli,ynce thro~~~h. Khc labor pr6:ss. II don 't 
think it is gc?nernlly &awn thzi; the l,2bC!? press jn the 'initod St,l,tc s 
a re;~dsrship 02 z~wzr~lts of fza?toen rn:'.liiOJl. There YI.S a< lzbor p9.per ’ 
publ.ished for cvc:,ry uni.orr mombwe Not :?ll mombors road their papers, 
but SOFiC XT7t.d tV0 Or TIlOI?C e Their r:~a3er:;bi.p is z-t lccxt cqua7. to the 
union membership. 

has 

-I& 
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The @bOr press do8 s not endeavor t6 present both sides of the 
case. It- says very frankly that there are' enough publications in 
America presenting managementls case and their job is to present labor's 
case. That simplifies the job very mu& They don%, have to worry 
about any-thing except their own interests. They can stick very clos8ly 
to that line. 

Of course, that inevitably means what anyone in management and 
probably anyone with anobjective point of view 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 set-up that the laboring man wouldn't 
53% othcxwisc. I mention this o;zly to suggest the importanac to anyone 
attempting to apprxi SC the state of mind particuiarly of union labor o'f 
becoming ncquaintcd qzvith this sours 0.': information on which the labor 
loaders depo,nd 4.x1 mobilize the support which they noed for any action 
that -they take. )" 

COLONEL McCART4Z: May I ask if theso sominnrs that you spoke' of 
Larc attondod by just the forcmcn or by all‘thc warkors? 

MR. DODGE: They are not attended by the*wMkqen themselves at all, 
' They'are attended by job stewards, by foremen, and by all other me;nbers 

of management. 'Everyone in msnagemcnt is c~verod; right from the fore- 
men on up to the prosidbnt, on the thwzgy that this labor contract, if 
it is going to work, h&s got to be understood by everybody, and perfectly 
understood. 

Now, it remains for the foremen (and the'stewards to interpret-the 
contract to the morkors, It 5.9 too mu& of a job to talk to all the 
1xorkar.s particularly in l?rge plants ;.so that is loft to those that have 
immediate contact with i;b.e‘iorkors. 

\ 

x 
COLONEL hkmRTzx: Is tnere,any special means or any special period 

set aside for-the'foremen to' instruct the workers, :~r is it just 14ft, 
you might s&, to chance? t 

h?., DODGE: In too mqy cases it is left worse than to chance. No 
opportunities are~prov2&d in ma+ plants for personal,conversations 
between the foremen and the workers, The machinery is making noise and 
the foreman has planty of trouble in.talkingabove .tbo racket even in 
giving the sim@cst instructions to the workers; 2nd 'to t&k about the 
policy of the compan;~ or the 'rizcan7.l~:~ o?'the labor contract.under such 
c:ircunstanccs is out of the c~uest::.in. ' '. 

Y&z heave accmpiished ,this i.n a few casts by providing more or less ,j 
soundprobf rooms around the plant. That provjdes ,zn o~portW.ty for 
one vsorkman or several. -&#men. to'go and taILl~ more' OP Less quietlyi 
Where that is accomplished.it helps a great deal.. 



\ COLONEL McCARTIrn I don't Tfant to ~UYSI,E tki~ %OO I.oII~, but it 
seems to me that the field is not thoroughly covered until aI1 the 

WOPksrS do understand the tt?YiXSr Do you or do you not agree with me? 

.MR,- DOIXX: Oh: I!: think that is essential. Ye:;, It is only a 
matter- of mech~anico. , 

, 
xow, of cours3 , in an cnlightcned comp<azy one of the agencies that 

is em-ployed.fox that is the house oxpnr 1 am mthcr discouraged. about 
. the USA that industry makes of its ~OIXXI oxc<ans+ I. have examined 

li-teral~y hundred s of ~hcm and I f:i.nd. only occasionsl2.y one in the 
colzurnns of whi.ch there is nny messago from the manag,ement regarding the 
polj~cies and future plans of the company, anythriig relating to the kind 
of scXz.xity the omplcpes mi@A eq3oct to :;ct by continuing thexc, and 
so forth. 

That is not univcxsal. T!mro are instancei where jh3 message of 
the management 1-elatlzg to this very thing we axe talkins about is con- 
veyed through the house organ. But 11' don "t considcx that any litexaxy 
medim is v&y effective with the seventh-gmde man I "described. 

The CIO ~EKSj ??AtiOl-GIL ed.:it:lon, h.~~S just published and distributed 
with its last issue copi es of a 3ixtr:~m u*~~J*- J .t L C*:>b i&lstratr:ct, cartoon- 
technique brochure on the subject of tax:ation ontitlcd, fTh& Cr?,se of the 
Vanishing Paycheck." It is the stoxy of Johnny I'oox and* his bride. 
dohmy vrac; four ymrs in tk? Serv~.cc~ l Allll.ico has waited all the while 
fox hh to corn0 back. :!:inoUg ho doe s , got his old job bac,k, with a 
raise, and they got maxriod. 

I 
They'xanttid a%l apartrnorlt , cn1d, b!.ngo t ho found that the daductions, 

the ttlxes, and the hi:;h coot of 1Lri.n~ had. just raixd th.c devil. with. 
that incranso from thirt-j-two r.iol.l.cy~; to forty-fiw dollars a mek. 
IThen he go-t through, he h.nd only tw~ntp4rin.o dnU.ar s I Iart and. they were 
back on- their heels. 'This goes on f& s&teen j?ages, funny paper 
s ty1e . 

If management -vsouKl leaxn to we techniques !:ike that, they woul~d 
stand a chance of ~e?;tin;; thoix ideas acxoss. Iiut they ax :Leaxning 
that very, veqr sl0vr1.y. 

.A STiJDE?\:T : You say @at sewxity is the paxamount thought that 
most workers have in mind. I krmr that; some? companies do :lat -their 
woxkexs buy stoc:< in the Compaq. Rouk.~ gou comment on thct , six? What 
old age secu.rity rr0ul.d th;it f$.vo if it m.s pacticed G-I all. companies? 

E?. DOEGE: You are tal1rin.g about two different aspects of 
security, The practice of irdustry pcrmittin~ its cmploye0s to buy‘ 
stock in their compny eras indulged in considcxab1y in' the twon-tics a 
It got a terrific black cyo beginning about Octobtix a&, 1?29:, There 
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are a lot of people who boz@t stock in J(X27 and. i%ZFI who tJxin.k “cha2 
their cqnpany is a skin-fMn-t kind of outfrit for sd.3,:ing thorn that k?nd . 
of c;t,oclrr 'l'hat whole idea, . consequenl;Ly, hx been l.ar,qsly aba;ndoned by 
industry, and the establishment of th.e consideration of secwi.ty h.as 
since been $a entiroS.y d.iffe~en-1; +:rn:; -- jn pensions, .In the establish- 
ment of seniority.rights, and i.n tL:: ~,:~:otcctf.on of the man on his johe 

A peat rxky of these ~things.'have been accomnlished under the 
prossurc? of unions arlm ‘1 Irav-e not” bee11 given by t~h.c~ m.~x1E&erl~~:nt iix3ex.f. PJLlt 
all of those eI.oments wW.ch 'maI& Pox socuri$y at -thCi mmunt, a9 well 8s - 
sticu~ci.ty for the futwo, wh:i.ch ax~y i.ndl-~Mua.l vwuld look 'for -- riasr&nce, 
old age pqymtits -- that khd of thing is whq,t i. a rum being consi@red, 
Tb i.s in that dLxwct:i.on i,;het LL?, movement .f,cwwd cst~blfshin;: better 
Yr: Curity is goin,g . 

!.R . !fAGI~TWSOM : Ewfore you &t away .from the foreman, w0ul.d you Like 
to say a word. about foreqml ts unions :wJ. thair place :in industrial rcla- 
-kimw and unioll-manageliloni; conpcl*at3.oii? 

MR. lxmm: If you uxizi.0ni.m f mmmn, particKl.nr'l.y if the 9oremM a33 
assotiat~d with production ~~~ox+xzs, -i&m you automa%&LL3y disqwlify 
foremen 52 07.x: of the mopt import:~?t aspects of their Job, c3nd that is to 
rc-:presont manngcment $0 such prod~xctic~ workers; x9 -that practice goes 
on, what will. happen: VLKU bo that those! men who baccw,nlc? ~~ss.~cix.l;ed with 
uxi.ons tl.mt are aff5Mated with production vrosker:: t unions will dis- 
qua!.$fy thcmsel.vw , and managcmwxi; wiM. have to take another stx6tu.m 
abow them to' ~~p~~cnt i%s~:>;$f.,~and,. ~~,t,~~~"8t.~.~,~;s~~~.~ to the i~o&e~s. 

Tho fgxx~&i on the whol:~ don't*want to be unionized.. Thr: Foremen's 
Association of A.mc~ica has ab&t 42,WO mombcrs, but 2-L h?.as .nevw .hnd 
more than one orgnnlxerY which vw$l~d sc:om to :1,ndicx~t0 that my obswva%ion 
is incerrcct . But the rmson for those &2,0(X! foremen being uni0ni.z~f.l. is 
becal~se foreme,n nould be 3.ef.l; cwt 1-r: V:.i:! coL(? ,w-ith no pILace to :li;o Ln m&y 
i.nstax~ccs, i.ncl.ud ing the, sftwt:ol~ ..t. r I ..?crretl to hare in the "JIGre .'s ~IXOW" 
procod1zm. 

So he :begins ,to thin!c, of' 113.r‘ j owll px’o~tc! c%Ibn . The ma~apmen~ is not 
giving him a Mnc3,; so ho looki; to the nex"c Scot, thing. h VCXJF considowble : 
part Of' the 42,000 momhess o:E ,tJl~ .F~>~er~ien t:; Union XY-:- 2.n. there UT a 
protest, .not because tlx-?y ~bc:~.i.zvf: 5-1 wti.or&::m, but because there! is a. 
fundamental nogl.~+ of forcw~n 3-n .J!.~o~ican :'r.??c?wt.~. I thMc that :Is 
badcally ~*~~p~n,+.bl~ f~ the ~K!xW, _: zgit2tion ~o~~:;zrd~.n~ thi3 or~+wi.za+$.o 
,of fort?CTnen. .. , " 

%'o t&l workers the fc;romar!. is the managcnent . ; Iflo 1s tht~ ' cqp.qy* 
Tf .the comlxwy does not give. kil~l the knw~I~;:d~~u., the c?fhJmkim, the informa- 
tion, rend the dlroct:i.on that .1x: needs in o~dz:r tn. j?+>l;z;Q, thc~ wwkcs is 
going to be clisssti.s%iad Wi-t)l ,h:i.s ri2~::~Lxt;:ion::i:~:j.I., 4ml, naturall_y swk ,anot.her 

‘. . 2,” ,,. .’ 

’ .’ 
,: 

i: 

-15- ~~~~~~~~~~~, 

: 

P .:. . 

--.. -. .-..-. ---- -.------- --~------~~ ~~~ .-..-.-~-a--~- ,--.., ~-_^I ,^_.--, y__l~~--____“--~_I_^_I-_- 



sour&~ for his o?m direction and. information. It is a terrific ?ailure of 
management not to educate its foremen, who are so important in relation 
to the individ.ual. .vrorlcers. 

A. STiJD?3E' : Just who interprets the contract and ?uts it in the 
- common IKILT ‘S 12UlgIE!.gE? ? Is ~t1ia-t done Jointly by nuiagcii~rit and labor? 

MR. DODGE: This is a device which C. F. Xugridge originated, and 
v&ich wx3 put into effect, I think, in the first and most important 

, ins-k&xx at Johnson and Johnson, _ Nc?TJ l3:run:3!5.c~~:, Nev? Jersey. Thi3 .details 
sf the translation of the cbntrl;c? ax; the preparation' of the '*:1ere 's 
I-Iow" ;3rocedure were v:orlred out i?Y~.tia:!.ly b;P him, Then, consulting xith 
mamgemerrt, ho changed fit :;omO~?~~i;. fhcn the union was brou~-;h.t in and 
they sat clozn together and said, llBo~;~, this 3,s the 33y rre understand this 
eontro.ct . Is th.is the wq'y yx~ lJIM.k’dXUXd. -i.t?Jl The rrlwle buss~ness was 
gone over word. for xrmr? unt!?L both 'c. sz. Jes ap.md. 

In the: case of the G.tiona.l.. Ck2-i Company , i-rhon thqy Dublished the 
"J-1ere t s IIow" , it was si;;ned jointly by mana~:ement a:x~ the union, indicating 
that they both subscribed to it. Fraquerrtl~y it is puhIished as an 
2i~pXki.X to the union COntlmct itsdf. I?ut in all- cuse:; the lxtgusgs is 
iTO&& out ,':o-intly with the uii-i.onr 

DR: Si-IOVZX: I h2ve one quo&ion that I v~ould. like very much to ask 
you* I noticed that when you we1713 taXing about the, personnel department 
and its different :Punctions you spoke abodt foromen being. the representa- 
tiws of management and the retzl. contact with the workers, and said that 
to most rvorkers the foreman is the company. Of course, the foreman looks 
to the big boss also and watche s for any announcemnts in llis attitu3.e 3.5 

reflecting the attitude further up the line, I vrorLdor ii" you woul-d dis- 
cuss brief&~ 'r;hc place thati the poroonncl department in those days .3as. in 
relation to the ~Jz0l.e program of gett:ixg better oroduction, that is, 
better employee ro2eAi~ons in-connection ~nith for&on and manag3ment iii 
their ai2tj.tud.e to7isard tha 7;oi:'kers. 

TTR. DODGE: In this last aspect that I spoke about, the importance 
of training the mgqymenl;, 11 ~.nclude ~2s almost the most important seg- 
ment of mnna,~:ement the foremen. Of course, yan don't start training the 
foremen in industr~'s progxm. ' You start up with the .prcsidentb YOU 

h&ve to get his u.nderstandin~; a;~('! ,.!, .7x?' ~mnl. and support. You get down ,to 
the foremen just as 'soon as ;TOU car: with the undcrs-tandin,q of all seg- 
ments of management, a:lc': their Rlriii~or't . 3ut them is &bodys so important 
from iho standqoint of trninin~ <as* the foromen. 

, 
The procedxre that -the gentl.oma~n bnck there asked. about as i..mFle- 

mentin~ the *'IGre Is Iiow", b requires an en33eclir,gl:y ox;Jmt,. Lyp33ach 223 
itscu. The same pedagogical. methods 220 n~9cossarty in training and in 
instructing for::men as on any other front where teaching -is i,mportant, and 
that has to bc done ox~xwt~y. 

+ 
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'I;!@ have in our organization a couple of men who are experts; who 
ordinarily take that function. The? thcmselves talk to the foremen, some- 
times‘with other m~a~eme~t:reprcsentatives participating and sometimes 
only with other management representatives present. 

DR. 'SHOVER: What is >the function of the personnel. department? 
That is the gist of my question. What is its function'in relation to the 
whole program? & 

EL DODGE: 
ment I enumerated 

In discussing the or,ganization of the personnel depart- 
seven or eight department managers. One of them nas'the 

training manager. It would be tho responsibility of the personnel 
department, insofar as contacting foremen is concorncd in, connection with 
the point you raised, if I understand the question properly, for the 
director of training to take the responsibility for that. 

. j 
The question, I think, can only be ansrrered concrctelry and meanings 

full-y by going into a plant mhera St is dono properlye You might be 
, 

interested to know that at Johnson and Johnson, for instance, there are 
from eighty to one hundred and fifty visftors, representing industries 
all over the country that come there every week to .find out ha-r this 
personnel function has been homogenized and insominatcd throughout the 
organization. " I 

CAPTAIN WORTHINGTOT~l: Thank you very much, Mr. Dodge. 

! 
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