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PREFACE

This book is a study of the major industrial problems
based upon a continuous experience in industry extending
over neayly forty years. It is 2 manual of principles and
practice for employers and executives and for teachers and
students of managément and the public on the handling of
the human factors in industry, to which much intelligent at-
tention mus} be given henceforth. It appeals to the able
organizers of our present material prosperity, to the financial
supporters of industry, and to the employers of the United
States, their executives of every rank, and those fitting them-
selves for management and social service to glimpse a worthier
capitalism and to substitute statesmanship for skilful oppor-
tunism, economic strategy and militancy. It advocates the
adoption of a true philosophy of labor relations and of a
practice according with fact and with science which will be
creditable to the genius and opportunities of the American
people.

Justifiable intervention by government in disputes arising
in the few essential and vital industrial services affected with
8 great public interest will not “solve” the labor relations
of the private industrial and business enterprises — employ-
ing 37,000,000 unorganized people — which afford a living to
nine-tenths of those gainfully employed in the United States.
The labor problem, in fact, cannot be “solved”; it is a con-
stantly changing complex of fact and of feeling which must
be systematically studied and handled in the interests of
society or ““all-of-us,” not any one section.

“There was a door to which I found no key,” sang Omar.
May it not be that the door has no key because it has no
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lock; that all we have to do is to “open the door” and “keep
it open”? Do not men make mysteries of matters that might
yield to experimentation? Science wages a relentless war
on mystery; she'll none of it. It is to her a perpetual chal-
lenge. [Either she knows or she does not know and goes
after the needful facts and then organizes them. Shall labor
“push open” or capital “pull open’” the lockless door which
is so often held closed between them or shall both act
simultaneously and co-operatively to open it, and keep it
open, and, “within the law,” to restrain the unruly and
unsocial on either side of it without descending to the level
of prosecuting or persecuting opinion?

Future administrators of labor must know both “why”
and “how” and possess the ability to execute wise policies
— & faculty not too plentiful, and makers of public opinion
must inform their pronouncements about industry with a
fuller and truer apperception. Only thus shall we be de-
livered from legislation and social action by “interests”;
from “blocs” and their inevitable blockades. The author
believes that if capital and industrial management will
conscientiously separate in their own minds and in their
agents’ and the workers’ minds, fact from fancy in regard
to labor problems, we shall attain the mutual understand-
ing which is now lacking; secure as fair a measure of
reconcilement of interests and wishes as is possible and de-
sirable in a progressive democracy, and maintain at the
same time an entirely open-mind a8 to what may follow in
the social and industrial evolution.

The united professional engineering societies — headed by
Mr. Herbert Hoover — whose members furnish a large part
of the managing talent in industry — have spoken with no
uncertain voice on the waste which poor policy and inade-
quate ideals and practice in business cause of men and things
and ideas. ‘It is capitalism’s move. The result is not “in
the lap of the gods” as some claim or in the power of any
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gection of government or “labor.” It is mainly in the hands
of those who decide what shall be done with the instruments
of production. Many of the officers who carry out these de-
cisions are already seeking “a way out’” and need further
education and support. With their foremen and most of the
workers, they await from capital “the new word.” This
book is an attempt to outline what that “word” should be
and to interpret it in the practical terms needed in indus-

trial relations.
JoaN CALDER
Lexington, Mass.
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mediately after the first election but shall be eligible for renomination
and re-election. )
14. The provision in Section 13 shall apply only at the end of the
first six ths of the exist of the A bly and is adopted in
order to provide that at least balf of the Employes’ Representatives
in the A bly will alway ist of members who have had pre-
vious experience in the work.

15. After the first election the Voting Divisions which retire their
Representatives by lot in December shall continue to hold their elec-
tions annually in the first week of D ber, and the ining half
oftheVohnngvmonssb&ﬂholdtheumnualelechonsmtheﬁm
week of June.

ArTicLE V
Appointment of and Changes in M. ¢ Represenlatives

Upont.heelectlonoiEmployeR ntatives the Manag 17
will the tment of the M t Rep
m'.heAssembly,whosemnnberahaﬂbethemmeuthenumbetof
Employes’ R tatives. They may be chosen from any section
oft.hePhntorOﬂioehelpwhmhhassupervmotyduheu,nndﬂwy
may be changed or have vacancies filled at the discretion of the
Management.

ArTticLz VI
Vacancies in Employes’ Assembly Repr

1. If any Employes’ Representative leaves the service of the
Plant or becomes ineligible for any of the reasons stated in ArTicLE IIT
or is recalled by his Voting Division, a8 provided in Arricia VII,
or is abeent from five consecutive meetings of the Assembly without
such absence being excused by the Assembly, his membership therein
ghall immediately cease.

2.Aﬂvwmuumungthemnploya’nepmumdmﬂbe

promptly filled by sp Jecti ducted under
thadnecmuitheAmblymthemmmﬂuugﬂﬂmmb

tions and elections.
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ular pay frora their Employer for such time as they are actually and
essarily absent from work on this account.

3. The A bly may prepare and distrit to the employes
orts of its p: dings, and the exp thereof shall be borne by
mnployer

4. TheRulesgovemmgthsPlanmaybeamendedbystwo—
rdssvote of the Assembly and the approval of the Ma.n&gemant,
ice of such proposed amendment having been given at a previous
ehngheldnotlessthmiourweeksnormore than gix weeks before
amendment is voted upon.

Arricrs IX
Committees of the Assembly — Their Organization and Powers
. There shall be three Standing Committees of the Assembly:
(a) On A bly Procedure and Electi
(b) On Interpretations and for Adjustment of Dlsputed Plant.
Rulings.
(¢) On Changes in Working Conditions.
The Assembly may appoint such additional Oommlttew
temporary or permanent, as it may deem necessary. ’
2. Each Assembly Committee shall consist of equal numbers of
aployes’ and Mansagement Repmenta.hves holding office for six
mths but eligible for reapp
3. EachCommmeeshﬂlelwtfrommmembersaChmrmnnand
Secretary who ghall be allowed to vote and speak at all meetings.
4. Each Committee shall develop its own Rules and Procedure
ovided they are istent with the g I Rules of the Plan herein
ovided, but no vote shall be taken unless equal numbers of each
w8 of Representatives are present.
5. The Assembly shall have power to recall any Committee mem-
i by a two-thirds vote. °
6. All action by a Committee shall be based upon the unanimpus
ite of those present. Upon failure of & Committee to agree on any
atter referred to it, the S y of the C: ittee shall p
full statement of the facts and shall send it to the Secretuy of the
ssembly for review and decision.
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Representatives concerning the mutual interests of employes and
management, and the Assembly and its Committees may call for any
desired information or evidence.

:- 5. The Assembly may include in such matters all cases, references
or appeals relating to wages, hours, safety, buildings, plant equip-
ment, sanitation, restaurants, dressing rooms, and like matters.

6. When any decision of the Assembly, calling for action, obtains
a two-thirds vote it shall be filed with the Management and shall
have a binding efféct upon both Employer and Employes, unless
within fourteen days the Board of Directors of the Company or
the Employes’ Representatives request the Assembly to reopen the
matter for further consideration.

7. When after such reconsideration in the Assembly it is deemed

impossible to arrive at a collective agn t by joint eonf on
any one jssue, the mansgement and the employes are at liberty to
take such action outside of the Plan as they may think desirable. But
such action will not of itself terminate the general use of the Plan,
which shall continue in full force so long as it is desired by Employer
and Employe.
# 8. A majority of the Employes’ Representatives, together with a
majority of the Management Representatives, ghall constitute a
quorum; but at all meetings the voting power of the two ghall be
equal, and the Chairman of the Assembly shall see that the halance
prescribed i8 maintained,

9. The A bly shall hold regul. tings at times fixed by it.
Special meetings may be called on the authority of the Chai y
who will give three days written notice of the same. A special meeting

ghall be called by the Chab when requested in writing by any
three bers of the Assembly.

10. The Company ehall provide at its exp itable meeting
places for the A bly, ita C ittees and sub-committees.

11, Employes serving as members of the Assembly shall receive
their regular pay from their Employer during such abeence from work
aa this service actually requires.

12. Employes attending any meeting st the request of the Aasembly
or of any of its Committees or Sub-committees shall receive their
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a decision to the Committee on Plant Rulings for their Section
‘he Plant, and failing a unanimous decision by the Sub-Committee,
. ease shall go to the Main Committee on Disputed Plant Rulings
oee decision, if unanimous, shall be final; otherwise, the matter
Il go to the Assembly for ite action.

CovaurTER ON CHANGES IN WorxiNg CONDITIONS.

LAftethemglﬂarplantmthonmhnvebeenﬁmtappmmhed,
proposals to make any change in existing working conditions in
let,mchaswages,houm,mfety,samtahon,ormvolvmghﬁld—
B, equipment, facilities, or other conditions of interest to employes,
nllbemsedmﬁmAsemblyandshnllthenbereferredtotthom-
ttee, and 16 shall be the duty of this C ittee to i
cus,mdmakerecmmendshonsonmhmﬁenumvo!vepoh—
8 or plans affecting future working arrangements; but the Com-
tiee shall in no case pass upon individual cases or make binding
cisions.

2. The Committee shall gubmit all of its recommendations and
ports on its investigations to the Assembly for further discussion
d for its approval or rejection, and it may have the subject re-
mmitted to it at the diseretion of the Assembly.

ArticLe X1
Procedure for First Nominations and First Elections

LInorderhpmvideforﬁxstelechomofRepresenhhvesthe
ident of the Company shall thxeeRszesent.ahvesoftha
[anagement, and the Plant Superi t shall t three Repre-
mhﬁvm&ﬂ:eEmployestosemeona P ,Jomtf‘ it

w the ahove purpoee. This Committee shall exercise all the powers
nd perform all the duties of the Standing Committee on Proced

nd Elections until that Committee is appointed at the first meeting
f the Assembly. _ )

2. Al Voting Divisions of the Plant shall hold the first election
n s date to be selected and shall at that time elect the full number

£ Representatives provided for.




304 CAPITAL’'S DUTY TO THE WAGE-EARNER

ArTicLes X
Rules for Using the Commiilees

A C oN A ProcEDURE aND ELECTIONS.
1. After the first inati and electi herein otherwise
pn'mded for, the Standing Committee of the Assembly on Pro-
and Elections shall handle all such matters, vis.: arranging
details of nominations, supervising elections, providing telles and
certifying ful candidates to the Assembly and to the Manage-

ment.

2. All questions of Procedure or Plan of Action not specifically
out.hnedmtheseRulessh&“bereferredtotthommltfeeforruhng
and advice. )

3. Al laint inst A bly bers or Committee mem-
bers, as such, shall be referred to this Committee for consideration,
or the Committee may, on its own mxtmwe, investigate and report
to the Assembly.

B. ComMiTTEE ON INTERPRETATIONS AND FOR Anmmnm' or
DispuTEp PLANT RULINGS.

1. The course o be followed in the settlement of any employe’s
complaint or that of any group of employes for which this Committee
exists, shall be as follows:

In no ease shall the Committee act until the regular plant authori-
ties have been given an opportunity by the aggrieved party or parties
to hear and adjust the issue.

2, Where satisfaction is not obtained through the regular plant
authorities, the employe or employes eoncerned may take the matter

up with their elected Voting Division Rep tative who shall con~
sult with the appointed M: t R ive for the Division,
and these, thoughmthoutpowerforenderademonnth!m;e,
ghall together seek to effect a settl t by gr 't of
the parties.

3. Failing a settlement by mutual agreement at the first stage the
joint Representatives for the Division concerned shall send the case
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» Employes’ Representatxves selected by their side of the Assembly

i two M tives similarly selected, from the
sembly of each Plant mvolved and these shall conshtuten’aem—
ary G ] A bly for ideration of the matter or

1 arrival at a decision in Joint Confy

%, The Chairman of a General Asgembly shall be the President of
3 Company or an officer of the company designated by him. The
neral Assembly shall develop its own Rules and Procedure, and it
Ml have all the privileges of a Plant Assembly in ealling for infor-
ition and evidence and in making investigations.
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3. The results shall be reported in writing by the temporary Joint
Committee on Rules, Procedure and Elections to the § y of the
Assembly meeting at which the report is adopted.

4, The purpose of this additional Section on Procedure is to adapt
the provisions heretofore given in this Plan to the circumstances
which attend the first election only.

ArTiciE XII
Independence of Action
Neither the Company nor the Employes ghall discriminate against
any Rep tative on t of any position taken in the free exer-

cise of his own convictions while discharging his duties as such Repre-
sentative,

ArTicrs XTIT
No Discrimination
" No iavoror pre;ud.lce may be shown either by the Company or by
the any employe in the matter of voting or in

any other nmtw by reason of the employe’s race, religious ereed,
political belief, membership or non-membership in any labor union
or other organization.

ArTicie XIV
Observance of Labor Laws

There shall be on the part of the Company and on the part of the
Employes strict observance of the Federal and State Laws respecting
Labor.

AsmicL® XV
General Assembly

1, When any matter is under consideration by a Plant Assembly
or by Plant Assemblies which jointly concerns a number of the plants
of the Company, the President may, at his discretion, call to Chicago
or such other center as is deemed best, at the expense of the Company,
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gking the Chairman of your Assembly for a copy of the Plan.
Read it carefully. Then ask him for a copy of the Questions and
\nswers on the Plan. In this little pamphlet you will find the
mswers to most of the questions which will arise, If there are
#ill things about the operation of the Plan which are not clear to
rouy ask the Chairman to explain them.

To Know the Feelings and Opinions of Those Whom You Represen.

As an employe you yourself have ideas and convictions. But you
ire more than an employe now; you are a Representative. This
neans that you must be prepared to say what others think. They
1ve elected you to be their mouthpiece. You can only perform
hhis service for them in case you know what their views are. Re-
nember that those in your Voting Division who differ with you
n opinion are as much entitled to have their ideas considered as
those who agree with you. You are the representative of them all.
et around among them whenever you can. Don’t wait for them
0 come to you. There are many who will not express themselves
wless you break the ice and encourage them to do so. Get started
ight and make it your business to get acquainted as widely as
sossible. Make it easy for everyone to find you and talk with you,
Finally, if your work makes it impossible for you to get enough
ime to circulate among your fellow employes, go to your depart-
nent head and ask him to help you find a way. You will find him
nterested in making it possible for you to get close to your people.

To See That Every Man Who Has a Grievance Gets a Hearing.

[his is his right under the Plan. There is not much danger of your
reglecting his case if you fee} strongly that he is right. But suppose
you are not convinced that he has a case or even feel sure that he
s wrong? You are likely to take less interest unless you keep
tlearly in mind that you are his representative and are in duty
bound to do the same by him as you would by anyone else. Don’t
be afraid, just because his position seems to you to be unreasonable,
that you will get in bad by insisting that he get a full hearing. It
is always your right to say that you disagree if you want to do so,
but it is his right to insist that; you present his views no matter how
they seem fo you.
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WHAT IT MEANS TO BE AN EMPLOYE
REPRESENTATIVE

‘You have been elected to represent the employes of the Company
in one of the Voting Divisions of the plant in which you work. To
have been so chosen by your fellow workers is an honor of which you
may well be proud. It should mean something to you to know that
their confid in your judgment and fai has led them to select
you from all those in your Division to speak for them in the coun~
cils of the Assembly. But if their choice has brought you honor
it has also placed upon you a new responsibility. You will be a
good representative only in case you use intelligently and faithfully
every means in your power to discharge your obligations to the best
of your ability. The employes look to you to protect their interesta
and expeet you to see that their ideas and opinions are given due
weight; yet at the same time you should be careful not to embarrass
both the A bly and the M: t by ding your suthority
or by ting false expectati in the minds of the employes and
raising unnecessary issues, To accomplish this is no easy task. It
requires first of all & clear understanding of your duties and privileges
under the Plan of Employes’ Representation. The most important
of these are as follows: —

1. To Understand the Plan.

How is the Assembly composed? What are the various committees?

Who are the other rep ives? How are decisi hed?

How should you go about getting s hearing? All these and many

other matters must be understood by you before you ean even

start to serve successfully those whom you represent. Begin by
- 308
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r committee works is that its decisions are only effective in case
y A7¢ UDRADIMOUS,

Tow, people do not usually think alike on any subject when they
b begin to talk about it. If they did, there would never be any dis-
eements or disputes to be settled, As a rule their opinions differ
tly, because they do not all have the same knowledge of the facts
| partly because we all gee things from a different point of view.
an sgreement is to be reached, it must be brought about by a
nstaking effort to get at all the facts, followed by a frank expres-
1 of the way these facts appeal to everybody. You must be pre-
ed, then, to tell what you know, to say what you think, and to
m all you can from the facts and views brought out by others.
u will expect your opinions to be considered seriously by them.,
u must therefore show.the same willingness to weigh carefully
+ideas which they advance. Only by approaching all questions with
open mind can you form judgments that will be fajr.

No matter on what committee you are first placed you may be
nsferred to either or both of the others before your term of service
a representative is completed. Consequently it is well for you to
derstand something about the nature of the work and the method

procedure of each of them.

The first wmmme 18 the one on Rules and Procedure. Tt has charge
all tions and elections and may have referred to it any
estions relating to the way matters are to be handled by the As-
nbly, especially when anything arises which is not provided for
the Plan or when the meaning of the Plan is not clear. Tt is evi-
nt that you cannot give acceptable service on this committee un-
s you are thoroughly posted on what the Plan says. For example,
ery time an election is held, ti arise ding who are
gible to vote or to hold oﬂice Usually those questxons are not
ficult to answer, but sometimes an exceptional cese occurs where
8 opposite is true. It is your business, therefore, to be familiar
th those sections of the Plan that cover such points and, in fact,
th all sections that explain how the Plan operates.

The second commitice handles all cases where 6 dispule arises over
me ruling on the plant. Tt is this committee which is charged with
e duty of seeing to it that everyone gets a square deal in the or-
nary everyday relations between employes and their foremen, It
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4. To See That Every Case Which Is Started By You I's Carried Through
to & Speedy Conclusion.

Nothing is more unsatisfactory than fo have a matter drag along
without a decision or even be forgotten. The employe whose case
you are handling is interested, perbaps even anxious. He wants
tolmowquwklywhattheﬁmlreslﬂtlsgomgtobe It is your
duty to keep his case movmg a rapldly as possible, If delay is
really ¥, 88 Ay , be sure to explain to
lnmwhyltmneeesaryandlethnnseethatyouarenntneglectmg
bis interests.

‘These four things, then, are the foundation of suceess as an Em-~
ploye Representative. Keep them clearly in mind from the start.
It will take some time and effort on your part, but if you thoroughly
understand the Plan, know the ideas and opinions of the voters in
your Division, see to it energetically that all matters in which they
are interested are brougbt up in the proper way for consideration,
and carry them through to a prompt eonclusion, you will both
help the Plan to succeed and also win the eonfidence and approval
of those who placed you in this position to act for them.

HOW AN EMPLOYE REPRESENTATIVE SERVES
ON A COMMITTEE

One of your chief duties as a representative will be o serve on one
of the three standing ittees of the A bly. To do this well
you must understand how these ittees are posed and the
nature of the work which they have to do.

The Assembly decides upon which committee you shall serve.
1f you prefer to act upon s different committee from the one to which
you are assigned, you may ask to be transferred. It then lies with
the Assembly to act upon your request favorably or unfavorably as
it sees fit. Naturally the Assembly will desire to have on each
committee those who are specially interested in its work.

W’henthlsmstterhasbeenaetﬂedyouwﬂlﬁndyaurselfonloom-
mittee which is composed of a certain ber of employe rep
tives and the same ber of tati pointed by the
management, Theﬁmtpomtforyouhlmdmtmdaboutthaway
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OW AN EMPLOYE REPRESENTATIVE HANDLES
A GRIEVANCE

Let us assume that an employe in your Voting Division by the
me, of Tom Brown, has been accused, perhaps on hearsay or sus-
ion merely, of some serious fault and discharged by his f
»m claims that he is innocent, that he is the victim of a frame-up on
e part of his fellow-workers, and that his foreman acted unfairly
d without sufficient Jeration of the evidence in discharging
m. Of course he is sore clear through and so are his friends,
The case comes to your attention because you are the employe
presentative from Tom’s Voting Division on the plant. It is your
1siness to take it up and see that there is & square desl all around.
ow shall you proceed? Whom must you see? What are the steps
be followed and in what order? . When must you act? These are
© questions which you are going to have to answer frequently
hile you are a representative. If you are slow or uncertain or make .
wrong move altogether, the case will not receive the proper consider-
ion and & great injustice may be done. Then & lot of people will
©eer and cell attention to the failure of the Employes’ Representation
lan to work. But the rea! fault will not be with the Plan buf
ith-you. So let us study this case from geveral angles and thus
un something of how you should discharge your duty in such
stances.
To begin with, there are two ways in which you may get your first
nowledge of the case. Tom Brown, either of his own ascord or upon
ivice of others, may eome to you, tell you what has happened, and
ik you to act for him., But this does not always happen. He may:
»t have much faith in the Plan or in what you can do for him. He
18y be backward about approaching you. Maybe he does not know
here to find you, He may have left the plant. Do any of these
weta relieve you from the necessity of taking up his case? Not at all.
! the news of his trouble has reached you and you have reason to
elieve that Tom is not satisfied that he is being treated fairly, it is
our business to offer your services to him. The purpose of the Em~
loyes’ Representation Plan is to bring about a satisfactory adjust-
1ent whenever and wherever a feeling exists that injustice has been
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handles all individual cases of grievances that have not been satis-
factorily settled by mutual agr t between the parties concerned.
‘Whenever it is called into action it is because some employe feels that
he is not being fairly treated, and it is the busi of the it

to see that real justice is obtained and if the ruling is against the
employe, to make him see for himself, if possible, where he was wrong.

If you are on this committee you are going to get into very close
touch with the little —and ti big — probl of everyday
living that naturally arise wh any grest number of people
associate in work all day long, week in and week out. Sometimes
real injustices oceur. Very often they are only imaginary. It is your
business to decide what is right in each instance after you have heard
all the evidence, If you want to be fair, you must not be influenced
by friendship or hostility toward either of the parties involved in
the dispute. You must not be governed in your convictions by any
consideration other than the desire fo give a square deal to everybody.

The third committee is the one on Changes in Working Conditions.
It does not handle individual cases of any kind but is concerned with
the ideration of proposals to change existing working eonditions
such as wages, hours, safety, sanitation, or involving buildings, equip-
ment, lunchrooms, dressing rooms, or any other matters affecting
the interests of employes in their daily work. Tt is not the business
of this committee to initiate new ideas but to pass upon proposals
that have been referred to it by the Assembly. In other words, the
only business which comes before the Committee on Changes in Work-
ing Conditions is that which the full Assembly hands over to it for
special investigation and study. When such an investigation haa been
completed the committee reports its findings back to the Assembly
for such action as may seem best. Its decisions are therefore never
binding. They have, however, a powerful influence in helping the
Assembly to reach a final conclusion.

In view of what has been said about the work of the three eom-
mittees, you will see that the qualities most needed for successful
gervice on them are, for the first one, ability to understand the de-
tails of the Plan and a good memory; for the second, an open mind and
8 keen sense of faimess; for the third, intelligent reasoning powers
and good judgment. All of them require strict honesty and con-
sideration for the rights of others, for without these it is useless to
attempt to reach agreements that will be fair to all concerned.
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ever, they cannot unanimously agree one way or the other, the
1 is not ended but must go to the full Commitfee No. 2.

‘ere & second hearing is held, just like the first one. If a umnani-~
18 agr \] t be hed, the case is now taken before the
re Assembly where Tom, as the complaining party, must secure
7o-ghirds vote in his favor or else his case is definitely lost, There
be no further appeal,

he point where you are most likely to fail in your duty is when
, your management representative, Tom, and the foreman first
together on the case. If the evidence seems strong against Tom,
tendency is to let the case drop. This is all wrong and contrary to
spirit and intent of the Plan unless Tom is really satisfied that
is being treated fairly, That, and that alone, must be your test.
ess you are absolutely certain that he feels that he has received
justice you must insist upon & committee hearing for him. If
| do not, his friends will certainly say that you weakly allowed
rself to be over-awed by your bosses and that the Representation
n is & failyre a8 & means for securing fair treatment for employes.

HOW THE EMPLOYE REPRESENTATIVE TAKES
PART IN MEETINGS OF THE ASSEMBLY

fou are a member of the Assembly, an organization in whose-
1ds lies in a large measure the peace, comfort and prosperity of
rybody connescted with the plant in which you work. You were
; put there to be a spectat The busi of the A bly will
set the interests of those whom you represent. They expect that
1 will take an active part in all that is done, not only by voting ac-
ding to your convictions but also by p ting to the A bly,
clearly and forcibly as possible, their views on the subjects under
wsideration, To discharge your duties capably, therefore, you
st vote intelligently, express yourself freely and search diligently
» information. Let us see how you should go about doing each of
ese things,

Your vote i the source of your power as an employe representative.
After all the talking is over it is the vote that really counts. Many
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done. Therefore, whenever you find out that such a feeling does
exist, it is your duty to start an investigation whether you are asked
to do so or not.

The next step for you to take is to make certain that the foreman
who is accused of acting unjustly has been given a fair chance to re-
consider or modify his action. The hinery of the Employes’
Representation Plan should not be brought into the case until the
regular plant n.uthontles have had a chance to straighten it out.
Go to the 2 tative with whom you are paired,
get Tom Brown to come a.long, and then all three of you go to the
foreman and talk the matter over thoroughly, If your management

ative is not available and not likely to be so within a reason-
able time, go ahead without him. You and the management rep-
resentative have no power to decide the case at this point. All you
can do is to go over the situation and see if there is not some way
in which you can get Tom and his foreman to come to some sort of an
agreement satisfactory to both, If you can do 80, the case is ended.
But if either of them feel dissatisfied, the case must go to the com-
mittee on the Adjustment of Plant Rulings,

In the larger plants this committee is likely to be divided into sub-
divisions, each taking charge of cases that arise in certain sections
of the plant, If your plant is one of these, you and the management
representative with whom you are paired together report the case
to the chairman of the sub-committee and ask for a hearing. You
should insist upon the earliest possible date for this purpose. You
may y If happen to be a ber of this sub- ittee, but if
you are not you may be called upon by the Commitiee, at its discre-
tion, to be present along with the management, representative, Tom
Brown, and the foreman against whom the complaint is made, or
you may be interviewed separately. At any hearing at which you are
present, it is your duty to see that Tom gets a chanece to tell his story
and to produce any evidence in support of it which be may have.
Unless you happen to be a member of this sub-committee you will, of
course, have no vote. 'When the evidence is all in on both gides the
sub- ittee will di the case and try to reach a unanimous
agreement, If they all vote that Tom was unjustly discharged, that
settles the case and he goes back on the job. I all agree that the
foreman was right, that also ends the case and Tom is through. If,
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right and just, 50 far as you can see, before you try to win others

| its support.
But many a representative has had good ideas which ought
) have gained support but did not b they were p ted

sorly or not at all. A representative is first of all.a person who

rpresses opinions, both his own and those of his people. You

sve been elected to do just that.

There is no getting away from it. Failure and disappointment

wait you if you allow timidity or anything else to keep you silent

| the Assembly.

It is not enough, bowever, that you should merely talk. Many

sople do a lot of talking but exert little real influence when it

ymes to getting anything done. The important thing is what you
1y, and the next most important thing is the way you say . It is
ot necessary for you to be an orator or able to make a fine speech.
ome practice is necessary however before you can do your best
nless you have already bad experience in speaking before a group.
5 will help you if you keep in mind a few sigxple rules. These are;

1. Always epeak loudly enough for everyone io hear every
word you sey.

2. Don’t speak too fast.

8. Don’t let yourself get excited or angry. It is the cool, self-
controlled speaker whose words have most effect. -

4. Don’t stop with a mere statement of where you stand on
any question. Give your reasons. They are what will in~
fluence others.

5. Be brief. Audiences get tired of a long-winded speaker
and lose interest in what he has to say.

. You must search for information if you wish to be reliably informed.
t is the man with exact knowledge that can put punch into his

ts. R are seld t, but they may cause a lot
f misunderstanding unless someone runs them down. That is part
£ your job., You must not expeot that accurate information upon
vhich you can safely base your judgments will somehow fall into
rour lap out of the sky. You will have to go after it. Let your
ellow employes and the other bers of the A bly see that
rou are alert to find out all the facts of the business which bear
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a motion is won or lost by a single vote. In the committees, where
action must be unanimous, you can single handed prevent any-
thing that looks to you like injustice, simply by casting your one
vote against the proposition which is under consideration. Nothing
can be lished without your You have no excuse,
then, to offer xf you carelessly fail to protect the interests of your
people,

In the A bly, h decisi mnotmadebyuna.mmoua
vote but by a two-thxrds ms]onty Nevertheless, your vote is 8
powerful factor in the result, for it may easily turn the scales one
way or the other. In making up your mind how to vote, you

v, 13 AN thm 1.0 gs:

First, you cannot, vote intelligently unless you know all the facts.

Second, you cannot vote fairly unless you have considered those
facte with an earnest, unprejudiced effort to see what is right. .

Third, you cannot vote honestly if yoy are influenced by jealousy,
friendship, hatred, fear or anything else than the determination
to give and to get a square deal.

If there is additional information which you need, refuse to vote
until you get it. If there is an argument which you feel has been
overlooked by others, refuse to vote until you have been given &
chance to present it. If you have the slightest feeling that
your vote, if known, may get you into trouble with anybody,
insist upon 8 secret ballot. On this last point remember that the
Company guarantees that your on any question shall
never be held against you by the Management. But bear in mind
that so far as your fellow employes are concerned they will respect
you more, a8 a rule, if you have the courage to vote openly accord-
ing to your best judgment.

0. Ezpression of your views tn Assembly meelings is the means by
whwhyoumbeﬂmﬂuemmma!oﬁcn When you are in-

it plished you must have support
mmommmordafnputltm Your ability to win such
support depends upon two things, namely, the soundness of your
ideas, and the extent to which you make them clear to the other
representatives. You must be careful, therefore, that your cause

PN
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tive in each division and where he may be found are of great
help, but they are not enough. Make it your business to get
acquainted with any new employes who have been hired. Tell
them that you want to serve them, that you need to know their
wishes and views, and that you will always be glad to talk with
thém on any subject. Try to learn the names and faces of as
many of the older employes as possible. Keep circulating among
them at the noon hour and try not to get into the habit of
spending all your spare time in the company of the same Lttle
group every day. Keep your eyes and ears open and investi-
gate anything you hear about that md.u:ates dissatisfaction on
the part of anybody.

Tell your people all about what the Assembly and its com-
mittees are doing. They have a right to know and you are
the person who should naturally give them the information.
Don’t wait for them to ask you. If the minutes of the Assembly
meetings are posted on bulletin boards in the plant, encourage
everyone you see to read them and then try to find out what
they think about whatever is being dome. As soon as you
come out of each meeting of the Assembly talk to everybody
you can about it. 'When your fellow employes hear about things
that are being discussed and cases that are being decided their
interest will be aroused and they will suggest matters which
they will want you to take up for them.

Once in a while call a meeting of all the employes in your voting
division after working hours and talk to them all at once. To
be sure there will be a great many of them who will not go
to the trouble to attend. = Some, however, will come, and after
one such meeting has been held they will tell others about it.
Explain to them what kind of matters are coming up for con-
sideration from other divisions at the plant and ask for sugges-
tions from those who are present. You don’t have to make
much of a speech, Just make them feel that you want to be of
as much use as possible to them. Call on a few of those that
you know best and see if they have any knowledge of cases that
should be investigated or any suggestions to make about work-
ing conditions. If you get any response from these, others are
pretty sure to come afterwards with additional ideas, Above
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in any way upon the interests of the employes. ILet them discover
that you are always well posted, and you will soon find yourself
looked up to with a respect that will give your words real weight.

HOW THE EMPLOYE REPRESENTATIVE CAN
KNOW THE VIEWS OF THOSE WHOM HE
REPRESENTS

To “represent’” means to “re-present,” that is, to “present over
again.” A representative is therefore one who “presents over again”
to the committees or to the full Assembly, ideas which have already
been presented to him by others. It is the very essence of his job
that he shall be the mouthpiece of his people.

The discussion of this part of your dutyhasbeenleft until last in
order to leave the strongest possible impreasion of its importance upon
your mind. More represeniatives fail because they have not kept close
enough to their people than from dall other causes put together. Such cases
grow out of inability on the part of representatives to grasp the real
idea of what representation means. Too often they think that they
bave done their full duty if they handle such cases as come to them
and express their own pemmal views when a discussion is under way in
the A bly. C quires, on the y, that you
should interest yourself in your official capacity in every matter that
arises within your voting division which involves discontent or any
feeling of injustice, and that you should express to the Assembly the
views of your people no matter how much you may personally dis-
agree with them. This means that you must keep in close touch
with all that is going on all of the time. How shall you do it? The
following suggestions may be of some help to you:

1. Have some regular means of contact with all of your people
and be sure that they know what it is.

It is probable that many employes who are in your voting
division but outside of your department do not know you by
gight and do not understand where you may be found. This
is particularly likely to be true in the case of new employes.
Notices on the bulletin boards telling who is the representa~
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. +all things, be sure to att promptly on every matter that is
brought up.

4. It is a good idea to have one or two employes in each depart- .
ment of your voting division whose special business it shall
be to keep you posted and bring new cases to your notice.
Select for this purpose employes who are well known and likely

. to take a real interest. Get them all together and map out &
plan by which your entire division will be canvassed regularly
for information. This is probably the most effective of all
methods which you ean use. It is just & question of picking
out the right men and then keeping after them frequently so
that they will not lose interest. Keep in mind sliso that the
Assembly wants instructive suggestions and does not desire
to devote ite time to mere gossip and topics with no practical
bearing on relations arising out of employment.

Other ideas will occur to you fromr.time to time. What works
best in one place may fail in another. Don’t get discouraged be-
‘cause things move slowly for a while. Xeep persistently at it with
the idea uppermost in your mind that you do not have things where
you want them until you are certain that no case of ill fecling or
complaint; can exist very long without ecoming to your attention.
In the end, the measure of your success will be shown by the cages
satisfactorily settled and the constructive improvements in working

ditions in whose adoption you, as a representative, have played
a part.
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