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FOREWORD 

TO INDUSTRIAL RELATIONS SERIES 

B~ MARY VAN KLEECK 

Director of Industrial Studies, Russell Sage Foundation 

" WAGE-EARNERs'particiPationinmanage
ment" i.s the general title under which the 
Department of Industrial Studies of the 

Russell Sage Foundation is carrying forward a series of 
investigations of new experiments in the organization of 
relations between employer~and employes in industrial 
enterprises in the United States.1 

The series was planned in 1919 after interviews with a 
number of persons, including. engineers, social workers, 
investigators, government officials, employers, and rep
resentatives of labor, whose advice had been sought as 
to how the Foundation..could most effectively contribute 
toward the improvement oJ.humaJl relations in industry. 
The consensus ofopirtion seemed to be that there.was 
great need to record the experience of those industries 
in which .definite effort had_ been made to give wage-· 
earners a voice in matters affecting their employment. 
These·efforts had taken forms yarying from conferences 
between employers and employes on wages, hours, and 
other conditions of employment to genuine participa
tion by the workers in management. 

These experiments include many kinds' of organiza.:. 

1 The studies thus far made by the Foundation, or in progress, in
clude- the Industrial Representation Plan of the Colorado Fuel and 
'I ron Company in its coal mines and in its steel works, the Partnership 
Plan of the Dutchess Bleachery, the administration and interpreta
tion in day-to-day practice of the agreement between the United 

, Mine Workers and the Illinois Coal Operators' Association in the 
soft coal mines of Illinois, and the present study of the Filene store. 
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tion under many different names, but roughly they may 
be grouped into two major types; (I) those which are 
limited to a single company or to one plant, as are 
practically all of the forms known as employes' repre
sentation plans; and (2) those which may include an 
entire industry, with machinery for joint negotiation 
between groups of employers on the one hand and trade 
unions of employes on the other, such as are found in 
the women's garment trades and the mining industry. 

Neither the typical plan for employes' representation, 
nor the usual trade union can be characterized as aiming 
primarily to provide opportunity for wage-earners to 
participate in management. Nevertheless the object 
of our interest in all these experiments is the status 
they give to wage-earners as measured by the workers' 
opportunity to share in decisions affecting industrial 
relations. We are not primarily concerned with the con
ditions established, the rates of wages paid or the hours 
worked except as these are the result of a larger influence 
on the part of employes. Our chief concern is to find out 
by what procedure conditions have been established 
and, particularly, how effective the voice of the workers 
has been in the process of determining them. Beyond 
this lies the important question of how an industrial en
terprise can be conducted so that the "relations between 
employers and employes shall square with American 
ideals of democracy and brotherhood. Co-operation is 
sometimes a vague word to conjure with, but in its ac
curate meaning of "working together" it represents not 
only an ideal but a practical necessity in carrying on 
the specialized and complicated economic processes of 
modem industrial society. It is to give the more sub
stantial content of actual experience to 'our aspirations 
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for more satisfactory relationships in industry that 
studies of typical experiments are needed. 

As to the desirability of better cCH>peration in indus
try, no important difference of opinion can be found. As 
to the best methods of bringing it about, however, 
opinions are many and at times bitterly at variance. 
A very effective way of stimulating better CCH>pera
tion between workers and managerial officials in any 
industry or in any single establishment is to show them 
how it is being achieved elsewhere. One of the best 
means of correcting the prejudices of uninformed public 
opinion, which often increases antagonism between em
ployers and employes, is to focus attention, not upon a 
particular conflict which may at the moment be dis
tracting men's minds, but upon the practical steps that 
are being taken to establish the relations of labor and 
management regularly and permanently on a demo
cratic, just and sound basis, with proper regard also for 
the interests of the. consumer. We are not interested 
merely in a record of success. An experience which 
reveals mistakes and difficulties and points the way 
toward more effective next steps is also a genuine con
tribution to progress. 

To accomplish practical results a study of such ex
perimental steps in human relations must interpret with 

\ equal accuracy the attitude of mind of the workers
. their aims, their motives and their standards-and the 
problems and difficulties of management. A true record 
of actual procedure and its results should make it pos
sible for those who are now responsible for policies in in
dustry to learn from one another's experience. To con
tribute to that kind of exchange of experience is the aim 
of the Foundation in these studies of industrial relations. 
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responsibility for, 371-387; 
ratings, effectiveness of, 371-
378; transfer, promotion and 
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standards, 383-384; record
keeping, 384-387 
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service and patronage, 2II-
214; Club House Committee, 
212 
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476 

Frost, Edward J., 46, 79, 205, 
302, 309, 310, 3II, 3I2, 313, 
314,31 7,318 

Gilbreth, Frank B., 441 
Girls' Club, 220, 221 
Grievances: arbitration for, 146, 

155-156; adjustment of rates 
of commission, 156-157; of 
night porters, 156-157; and 

the Special Arbitration Boud, 
463-464 

Group training: forms estab
lished, 401-404; craft groups, 
403-404; results summarized, 
43 2 

Growth of American Trade 
Unions, by Leo Wolman, 87 
nole 

Hale, Edward Everett, 214 
Higginson, Thomas W., 214 
History: and basis of organiza-

tion,45-48; scope of investiga
tion for study, 48-50; of in
quiry schedule, SO-52; sources 
of information, 52--60; out-

. lines of study, 60; of organiza
tion and officers of the Asso
ciation, t:l3-127; evolution of 
the Training Department, 
388-425; summary and re
sults, 429-449 

Hopkins, Ernest M., 124, 440 
Hours of work: powers of As

sociation on, 139-144; Retail 
Trade Boud and, 142, 143-
144 

How to Sell at Retail, by W. W. 
Chuters, 102 nole 

Human Nature and Conduct, by 
John Dewey, 121 nole 

Identity between owners and 
managers: history of, 308-
313; stock transference agree
ments, 310-312; relation of 
four pyramids, 309, 3II-312 

Incorporation of store, 76, 77 
Initiation training: for new

comers, 404-405; for execu
tives, 406 

Injustices: purposes of Associa
tion to prevent, 327; function 
of Arbitration Board, 329, 442; 
authority to discharge, 352-
353. See also DischaIge 

535 



INDEX 

Instruction courses: Educational 
Committee! 214-215, 216-217, 
226; Trairung Department ac
tivities, 215-216; programs of 
co~, 216-217,418-420 

Insurance and health: protec
tive measures and active ser
vice, 200-208; Insurance Com
mittee, ,201; Bene1it Society, 
201, 202, 203, 205, 207, 208; 
insurance fund, 201-202, 208; 
sickness and accident pay
ments, 202; death benefits, 
203; clinic staff and control, 
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tions, 204-207; preventive 
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Insurance Committee 201 
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workers, 367-369 

Investigation: schedule of in
quiry, SO-52; sources of in
formation, 5~; field work 
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James, William 214 
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illustrated in Dodge case, 237-
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math of trial, 257-258 
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313,3140 317, 318 

Labor supply: Employment 
Department policies, 357-370; 
development of resources, 357-
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tion, 358, 359; responsibility 
of selection, 362-370; schools 
and colleges contribute to, 360; 
from agencies, 360-361; selec
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interviewing methods, 367-
369; pre-employment tests, 
369"'370; turnover records, 
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Lazarus & Co., F. R., 4' 
Legal Aid Society, 124 
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tabulated, 98-100, 456 
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208-2II; rates for, 110 
·Long,lohn D.,'214 

Management: definition and 
philosophyof,45; history and 
ownership, 45-47; schedule of 
inquiry,48-{)o; Btore responsi
bility and personnel, 79""86; 
trade union policy, 88, 136-
137; wage policy, 146, 148-
150, 157-159; on bonuses, 
153; on grievances, 155-156; 
profit-sharing plan, 167-188; 
operation of clinic, 205-207; 
discharge case illustrated, 2~7-
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Board decisions, 273-278, 280-
28 I ; partisanship a disad
vantage to, 285-286; IUpervi
sion of Arbitration Board, 292-
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298-299; participation of A.
lOciation in, 327-33 I i in
lluence on the A!!SOClation 
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Division to, 3SJ-3540 355; 
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field investigation, 53 
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sociation, 3II 
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agement, 218. See also Echo 

Nominations and elections for 
directors, 294-297 

Occupational wage standards, 
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vision of, 383-384 
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Retail Clerks' Union, 87; 
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and Clinic, 203; on dismissals 
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429""430; organized provisions 
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training of employes, 431-433; 
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tion in profits, 436-437; future 
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439""441; effectiveness of, 442-
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executives, 345-346; features 
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Philosophy of Management, The, 
by Oliver Sheldon, 19, 45 flO" 
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Preferred stock ~tribution plan, 

313-314 
Prince School of Salesmanship, 
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Paul M. Mazur, 3Il flO" 
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plan of sharing, 164-165; 
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181-184; effects of the bonus, 
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abandoned, 186-188; trends 
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profit-sharing plan and agree
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sales, 443-445 

Promotion: policy of Manage
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wage standards for, 383; policy 
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III; service, 82-83, IOC)-III, 
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promotion, 359, 371-~78, 3~ 
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tiveness of, 375-378; follow
up of, 385, 386 
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~84-38S; tardiness, 385; earn
Ings and ratings, 38S-a86i em
ployes' records, 386; labor 
turnover, 386-a87 
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functions, 120-124; meetings 
and funds, 221-222; value of 
clubs, 23a 

Reorganization: in 1938, 47, 
317-319; stock distribution, 
317-318 . 
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Directors, 294-a05 

Research Department, 54. 354. 
401,425 
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Resource trainang: development 

of,407-408; courses, 408-409 
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powers, 333; and function of 
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Restaurants: management and 
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age, 213; and Club House 
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Retail Clerks' Union, 87 
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tion 

Risks to employes: through 
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work, 339-344; testimony 
quoted, 340-343; attitude of 
executives on, 343-344; 
award of bonuses to olIset, 
344-345 

Saks Ill: Company 91 
Sales, total net, by years, 443-

445. See also Suggestions and 
sales promotion 

Salesforce Committee, ISS, 190 
Salesmanship: standards re-

quired of employes, 103; classes 
and clubs for, 393; program, 
395; conferences, 396 

Salespeople: abilities analyzed, 
102; qualifications requirea 
of, 103; irregularity of work, 
104; sources of interest to, 105; 
number, 105; earnings, 106. 
See also Employes 

Savings and loans: Filene Co
operative Association service, 
208-2 II ; Credit Union, func
tion of, 2OQ-2 II ; savings 
scheme,21I 

Schedule of inquiry: for field in
vestigation, SO-52; sources of 
information, 52-60 

Selection of employes: aim of, 
362; store specifications, 362-
365; educational requirements, 
363; character, 363; appear
ance, 364; experience versus 
future value, 364; occupa
tional requirements, 365-367; 
interviews and tests, 367-370 

Selekman Ben M., 2, 36 nol' 
Service: building in Cambridge, 

75; pyramid, 82-83, 1OQ-III, 
410-4U, 414-415; store objec
tives, 83-86, 445; in bargain 
basement, 84, 446; attempts to 

reduce distribution cost, 447; 
length of, tabulated by occu
pation and sex, 456 

Sex of employes: and number of, 
92-93; occupations and wages 
tabulated, 147, 148, lSI, 453-
460 

Sharing management, threefold 
principle of: industrial philos
ophyof, 63-73; participation 
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Workers, by Ben M. Selek
man, 2, 36 nole 

Sheldon, Oliver, 19, 45 nole 
Shipping Department, 422 
Simpson, John R., 46, 309, 310, 

312,317 
Six months' plans, of merchan

dise pyranud, 83, 85-86 
Smith, Edwin S., 41, 42 
Special Arbitration Board: on 

wage grievances, 146, ISS; 
establishment and member
ship 463-464 

Special training: statistics tabu
lated, 101, lIS, 453. 454, 455, 
457, 459; group courses, 409, 
432; vote of Operating Com
mittee on, 410; recommenda
tions for, by Retail Research 
Association, 413-414; period 
of six months, 414-415; Train
ing Department work, 416-
421; result, 421-425, 431-433 

Staff services, for welfare, 224 
State Employment Office, 360-

361 
Steffens, Lincoln, 214 
Stock ownership: absentee own

ership and nepotism banned, 
306-308; identity between 
owners and managers, 308-
313; changes in management 
and corporate shares, 3OQ-3 II; 
interrelation of work of pyra
mids,31I-3I2; distribution of 
preferred stock, 313-314; vot
Ing common stock and the As-
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sociation, 314-316; voting 
common stock for the Operat
ing Committee, 316-317; fi
nancial reorganization, 3 I 7-
319; non-fulfilment of Associa
tion's possible participation 
in ownership, and causes, 319-
321; results summarized, 437-
438 

Stockholders: stock distribu
tion, 76-78; store incorpora.
tion,77. Su also Stock owner
ship 

Store: early history of, 45-47; 
record analyses, 56-58; a 
specialty shop, 74; sections 
described, 75; service build
ing, 75-'16; New England 
shops and agencies, 76; cor
porate structure, 76-83; pyra.
mid, 82; 'policies, 8,1-86; or
ganized relations with em
ployes, 87-89; leadership in 
retailing, 8Q-9o; service ob
jective of, 445-449 

Store dress: of women employes, 
I8Q-191; Salesforce Commit
tee ruling on, lQO-I91 

Structure of the organization: 
stockholderS, 76-78; Board of 
Directors, 78-'19; Manage
ment, 7Q-80; Operating Com
mittee,80-8I; four pyramids, 
81-83; and growth of the 
~tion,337-339 

Suggestion Committee, 228, 229, 
232,434 

Suggestions and sales promotion: 
Committee established by the 
Filene Co-operative Associa
tion, 228, 229, 232; action of 
the Operating Committee, 229; 
prizes offered, 22Q-230; idea 
for a Bureau of Standards, 
23~31; One Big New Idea 
contest, 231; list of sugges
tions and awards, 23-33; 
store participation in sales 
promotion; 233; campaigns 

and drives, 234-235; em
ployes' purchases, 235-'36; 
by the Association, 33~331 

Summary: and results of in
vestigation, 429'"449; penon
nel program'. policies and 
practice, 42Q-442; effective
ness of penonnel program, 
442-449; permanency of busi
ness, 443; profits and annual 
net sales, 443-445; service 
objectives, 445-449 

Tardiness: regulations govern
ing, 191-192; Tardiness Com
mittee rulings, 192-196; fol
low-up methods, 385 

Tardiness Committee, 192, 194, 
195,196,199,340 

Trade unionism: relations with 
employes, 87-89; Retsil 
Clerks' Union, 87; statUI of 
Association members belong
ing to, 134-138 

Training: early evolutionary 
methods, 383-390; educa
tional meetings and lectures, 
38Q-390; four periods of or
ganized, 391; to eliminate 
errors, 391-392; connection 
with welfare work, 392; de
centralization, 392-393; sales
manship classes and dubs, 
393""394; period 1909'""1912, 
394-398; classes, 395; con
ferences, 396; efficiency bul
letins, 396; blunder slips, 397; 
efficiency records, 397; periods 
of, and results during, 39Q-
420; importance of, sum
marized, 421-425; organized 
extent of, 431-433. Su also 
Training Department 

Training Department: on wel
fare programs, 215; identifica
tion with Personnel Division, 
349, 350, 355; maintenance 
cost, 356; occupational data, 
365-366; pre-employment 
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analyses, 369-370; promotion 
policies, 381; early beginnings 
of, 388-390; period of 1902-
1909, 390-394; period 1909-
1912, 394-398; period 1912-
1922, 399-412; providing a 
content of instruction, 400; 
improving methods of work, 
400-401; forms of training 
established, 401-410; exten
sion of service in the pyramids, 
410-412; improved status of, 
412; period 1922-1927, 413-
425; Retail Research Associa
tion recommendations, 413-
414; six months' program, 
414-421; results summarized, 
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Turnover of employes, 386 
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in winter, 144, 145 
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ship by the Association, 314-
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316-317 

Voting of directors, 298-300 

Wages: study of payrolls, 106-
108; problem and records of, 
146-163;' weekly earnings tabu
lated, 147-148, 151, 455, 457, 

459, 460; minimum rates, 
changes and standards, 148-
152; methods of payment, 
152-155; adjustment of griev
ances, 155-157; Special Arbi
tration Board, ISS; function of 
Filene Co-operative Associa
tion in relation to, 157-159; 
general policy, 159; compara
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160, 161; and cost of living, 
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160; occupational standards, 
383-384 

Way Out, The, by Edward A. 
Filene, 37; 38, 65, 69 notes 
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responsibility for, 200-225; 
insurance and health, 200-208; 
savings and loans, 208-21 I; 
food and clubrooms, 2II-2I4; 
courses of instruction, 214-
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217-218; store news, 218; 
music, 219; recreation, 220-
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sions, 224; purposes and 
achievement, 225-227; early 
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