





< PRESENTING THE JOB DELATIONS TiiAINING PROGRAM

The Jo'b Relations Training Program has been developed as
part of the supervisory training program. It is designed to be
prosentea in Ffive sescions, each session lasting from one to two
hours. Best results V/ill be obtained if tha group is limited to t
ten to fifteen supervisors, preferably from the same or related
units. The group shoulcl nieet regularly and on successive days.

Except: for Session Il one leader should condqct all ses-
sions. V/lierever possible> the topics should b© developed by dis-
cussion from the gfoup* For tiie assistance of* t3ie loader, brackets
3iavo been placed around th®© material which should coire largOly
from the group*

For eiaphesis a lot of the roaterial should be placed on a
blackboard— some of this have bean indicated in the text* In addi-
tion the leader should develop tha principles of good job relations
on tho board and tlu four steps in handling a job relations problem*

Session should be pi.es&ntea by the Gowmmiity Analyst
afljor tlio Introduction by tio group leader* Tlie Introductioii
states 7EA policy vrith respect to racial attitudes and ¥lat the Ad-
fiinistrati on ospycts froiii the staff* Tlie Analyst will bo able to
adopt his roaterial to tlie noeds of th© group# He may wish to in-
clude in his discussion oor-ireats on the origins of prejudice, need
for distinguishing between racial and cultural traits, scientific
evidence on <fraces,, the history of the Japanese in Araerica agjid
pxxblic attitude toward them. It is especially important that free
disoassion be eneoursged in Session

Each leader sliould faiuiliarize hiraself vrith the iiaterial be-
fore he attempts to present it and should use several illustrations
of job relations probleras which particidarly fit the needs of the
grou®ps with vAoia he is working*

Ifhile it is not necessary to follow the manual word for
vrord, the leader shou3.d present all of the laaterial included and
Ghould generally follow tlee order of the material. The leader may
decide wliat points need particular erliasis writh each group and
should expand those sections using as many case exeiaples as possi-

It is particulary rocoimm™ndod that the group meet for one
or tif sessions inr.ifediatoly aftor the program is finished, witi
each superviaor” bringing examplos of 11is job relations Xxorobloras
and applying the tuclmiquo recomundod for analysis*



SESSION - ODUCTIOR

= The Control of Bmploymeni; T .rough Personnel Mana_gemant

You may have worked on jobs where you, as tiie
supervisor or foreman, were responsible for all hiring
and firing. When labor was plentiful, this was easy,
i"or years it was tie practice for foremen and super-
visors to Recruit their own labor. This practice has
tended to disappear. In industry and business, more
and more, employment is controlled through a personnel
office. Since tLe Civil Service CoLimission was estab™
lished, this has always been true of Government.

Here, in the Relocation Centers, all employment
is centralized in the personnel Management Section,
Let*s talk for a while about the practical advantages

,of this system*

You are living and working in a community which

grows smaller every day. But the jobs still have to

Distribution be done* It doesn’t take quite as many people to do
of the
Labor Supply the work as it did when the population was
but on the otlaer hand it doesuft take less*

f each of you did your own recruiting, your owij hiring

and firing, wliat would you try to do? You’d to



Advantages
to the
Gomunity

get as many workers as you could and the best you
could. Each of you would "Ee competing with every

other supervisor and forerian for workers* *iffat

would happen? Some crew would have the best men

x?ith all vacancies filled Other crows would b®
shorthanded Tith the dLs-creasing labor supply and
fearer and fewer skilled people, the figlrt between
supervisors would get worset and the coniLiunity would
suffer= Now with all employm.-nt handled in the Person-
nel Office, what happens? The Personnel Officer knows
what all your needs are and skills are available.
He oan see that Finance doesnH -iaa all the good
stenographers while Operations has none. He can see
that though the coal crew nay be short two men, tha gar-
bage crOTr is short tan and thorefor®©, noads a man much

vrorse than tho coal crow.

The®coDnunity benefits by tins system. They
are assured that every effort frill be mad© to distribute
tig available labor™supp y so that all servicas may
function equally, Tliey v.a 1101 starve while coal is
being delivered* They will not have to vmit for pay
dieci.s because tk&ro aru no typists whilo all if the

typists work in Statistics*



Advantages
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As foremen and suporvisors there aru several
advantages to you iIn aontralizing employment in the
Personnel Office. You canft loiov personally all the
workers in the centor. And you canft know all the
things they can do* You may nood & carpenter, but you
don*t know any nor do any of your workers. But the po*™™*
sonnel Officer has a record of all tho mon with carpen-

ter skills in tho cunt jr and kn.ons where they are*

Th workers have only one place to go for a job
instead of many* Tlioy can i:now witat all tho openings
are and can oxorciso somo cuoioe in whore they will

wor =*

n a c<CTiunity, such as a Colocation Cantor,
vriiero all tdio work is for th- b nefit of i~ coimiunity,
v;hero all work must progross evenly, wliero labor and
skills must bo distributed, whero tho workers must be
utilized, to thoir oi advantage and of tho ooimuni®
ty, it is to tho advantage of uvoryono to havo oiaploy-

mont a specialized function*
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The Place of tiie Supervisor in the Organization
Regardless of tlu size of your crew, whether
your job is in an office, a shop, or on the farm, you
as supervisory occupy a <key’l position in the adminis-
tration. Yours is the responsibility for getting the
work donee The policy and tHj major procedure inay b©
decided some place olso* You.do not do all the work

vrith your ovm hands, 'tbut you see that th© work is dono.

To the workers you represent tho MBA Adninistra-
tion. You are tlio person witdi whom t3e workers have the
most frequent contact, Tlie workers soo you ovory day.
They talk to you frequently. Tlio Project Director, no
matter how acce”si“bla to tao residents, cannot see your
vrorkers as froquontly as you do. For®™ hundreds of TTOrk-
ers, you, the suporvisorsr aro tho only Administration
officials they sco or know* They often form thoir opin-
ion of the attitude and ability of the Administration
tiirough their knowlodgo of you, IMen t. cuts in labor
wont into effect last fall, how man3r of the vtorkoxs had
tho opportunity of talking porsonally with tho Project
Director or Assistant Project J3ir.—ctors about thu cuts?
Not one out of ™ thousand. For tlum you woro tho only

ono to whom th™y could talk personally. at you said
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carried a great deal of weight For the worker who is

not on comuittees, meeting with the appointed staff or

and attitudes of the workers. Tiie Project Director and
Assistant Project Directors do not and cannot know all
the workers* t .is largely from tlie collective reports
of all of you that they form thoir opinions of tlio work-
ers# If t e vrork iIs done well and speedily, both you
and the worliors rocoive tho credit for it* If tho work
is slowly and poox*ly done, both you and the wrorlcerB

share the blame*

As vty said bafore, .you aro tho one vYo sees that
mtio work gets dona» TINo coimimnity. forms its opinion of
tho officioncy of tho Administration largely through
soeing how you do your wor."# It IS you supervisors-,
individually and as a group, who largely dotormino
wilother tlio contor is operated, efficiently, and it is
you who give tis center its reputation as a well or

poorly run organization.

WeQ.t is a supervisor? “wiat are somo of tho ti-

tles by which supervisors iIn tho centers are called?



Foreman Mechanic
140tor Pool Supervisor
Foreman Plumber

Senior Engineer

Construction Foreman
Offico Manager
PorsonneL Officer
Storokoepor
Steward
Supervisor of Studont Toachors
Supervising Nurse
I Counselor J

,Rgarclless of your organization title, you all
havo onu thing in col3lh* You aro in charge of pooplo,
or you diroct the work of others* For our discussion,
this will be our definition of g supervisor 'Anyone
who is In chargQ of people or directs tdio work of
otherst

Every supervisor has a complicetod. job* H is
rosponaiblo for a number of things. Ifegardloss of what
kind of work lio is responsible for, all supervisors havo
certain things in comnon* We can this circle rppro-

sont tho supervisor’s jobe
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Gri®v- 1 People /Flail-
\ances \ ning

VAMalnte-j Train-
\ nance L iIng

1* Every supervisor lias jproduction rosponsibilitios, so
many buildings to bo maintained or a certain number
of piecGS of oquipmont to bo serviced, a certain
number of people to bo paid, a certain numbor of ro«
moorts to bo made*

2« Svory supervisor must plan the work of ms unit.

Ho knows tha wvrork to bo done and tho pooplo ho has
to do it. But ho must plan how they will do it and
in what order it shall bo done, not only for each
day but for days, ovon weeks, aheade

B. You must all train your workers. Y ”~ donTt toach



your workers. You don*t teach your typist how to
type, but you do train her on how to set up letters f
or forms or reports for you» Each of your workers
must be taught how to do his job and you must teach *
him*

| 4. Regardless of the section or unit in which you work,
there is certain equipraent which must be maintained,

1 This, too, 1is part of your Job.

J 5% Almost every day there is some question to be set-

| tied between workers or some complaint to handle,
It is for you to settle these grievances fairly and
quickly iIn order that theworkers will be satisfied j
and the work will bedone. ?

| 6, The job of helping the evaouees to relocate is not

J done by the Relocation Office alone* Each supervi-*

W sor, each employee of has a part to play in ]
/ ? " this proéram- By-aevsloping the skills of the work- f

; ers, by keeping their work standards high, by giving

them confidence in their ability, by helping them to |
see t at t eir future lies outside the center and by j
dl| doing all in your power to equip them to reeelj life

outside the center, you are playing your part in the J

relocation program. j
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And how/ do you do all these jobs? Do they have
anything in common? H.o actually does the production?
People, Y u do the planning but for whom? For people,
Whom do you train? People* Do you do the actual main-
tonance work? No, itfs done by the people wio work for
y u» The grievances all involve people. You relocate
people. Every part of your job involves people# People
are the hub of the supervisor™ job* All your respon-

sibilities are carried out thirough people.

Job relations aru the every day relations between
you and the peojple you supervise,. Since all your work
is carried out through p&oplo, your relations with your
workers will make or Tareak your job. Y u can be the
bost planner in 1/, but if .you can”™ get your workers
to carry out yoixr plans, whai good are tio plans?

Iynat are some specific examples of job relations
problems?

Tvto workers do not get along well together, and
their disagroouents intorforo with 1310ir work*

A worker f*ils to maintain liis equipment properly*

A new procedure affecting all wrkurs has to be
put into effect*

, A new worker doesn’t show any interest in his job.

THO men in your cro™? are constantly lata and the
other workers r”sont it.
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These are only a few of the job relations problems you

have =

iBiportanoe of Worlcer-Supervisor Belations

Because all your responsibilities are carried
out through people and because you as th© supervisor
are the "keyw man in the Administration, standing be-
tween the Project Director and the community, the rela-
tions existing between you and the worker— the worker-
supervisor r lation-»is of the utmost importancee

000d worker-supervisor relations exist Trhen you
and theM-7 rkers have mutual eonfidenc© and respect for
each other, when the workers important in tie or-
gsnizst/iorii 1;b.¢y foeX tliat you sinocroly havo tlieip
interests and t;a interests of the community at heart,
when they fool that you are fair "to them individually
and as a groups when you have canfidcnce. that they will
work to the best of their ability, when you foel that
they are loyal to you, when they vrork rrcll together.
Poor worker-supervisor relations exist ~rhon friction or
ill-vrill exists bel’/C3 ii "workers and tliG supervisor, whon
, the workors feol that tlio supervisor lias pots or favor-
ites, when tho workers foel that tho supervisor has no
intorest in thoir welfare but only in getting thG job

done and getting his pay chock, when th© workers feol



that thy supervisor has no rospoct for thoir ability

or judgment, Thon the workers fool that the supervisor

is projudicod, tho supervisor does not trust his

t/orkors, when he thinks thoy aro ninferior*.

Worker-suporvi s r reflations entor Into ovory

phase of your job. Tomorrow and the noxt day e vjixXe

talk about th things Ixore in tho center that causo

some of the poor job relations and keep us from doing

a better job



SESSION IX - HACI™L ATTITUDES

For the* pAst two and a half years, \(RA has talked,
a great doal about attitudes. Seldom, if ever™ has any-
body actually got around to discussing, freely and frankly,
what the meaning of the term "attitudes™ is in relation to
WBA Administrction--what is meant by frequent reference to
“attitudes™™ in Moaual and Handbooks. And yet, employee
relations in 1 and in fact, the whole WH4 program* have
been affected and influenced by attitudes more oojasistont-
ly and more emphatically than by any other comfeination of
problems that WRA has had to mecst*

Roforonco to attitudes can and doos have many °
meanings in this or any other progrr4i, but today we aro
going to discuss freoly and openly the kind of attitude
that is most frequeiitly meant r n the tGria is liarfi" in
G that iIs, the attitude wa cdl have on the subject of
Fdca. Ours is a program where Aa“ricans of different
"mcial stock hGm com togetiior« In tho cr.se of tho
ovacuoes, thoy did not com©® togother”mth this particu-
lar group— that is, us— bocauso tiioy to* In our
@ how" jver, wo ooxio boccv.su t vranted to colee™ 1011
we took this job, wo know™ or should hr.vo kn.own, that wo

troro going to racot and work witli Araoricans of JT.panose



ancestry. That is Fact No# 1 to rsmember, because it
puts a responsibility on us that differs somewhat from
the responsibility of the evacuees*

Race prejudice is a touchy subject* t ha caused
riots and torn cities apart during this vr* It haq
slowed up the vidr effort* and it lias haunted die South,
particularly its Negro problem*

These are facts about race prejudice that wo all
know from a distance. We knov? that prejudices of one
Aaorioan or group of Moricans agr.inst other Americans
or groups of Americans of different racial stock have
caused internal conflicts, work stoppages and riots that
hnve slowed d TO our t~r offort and have condemned as
im-Amoricnn by all thinking patriotic Anaricnns from tie
Prosidont on dovm. But r;iiat mo oannot always do is to
recognize race prejudice v/ithin ourselves, attitudes that
crop up in dry to day situations that affect our o?m work.
That is the concern of tlio \IRK Administrction and our it~
mediat™e concern today#

For our purposus no must assuniG tj.nt "I/ cannot
afford to have nnyono on its staff rrith rrco pr-judico,
tiw Feeling that nil individual is a better person, or a
better American, than anothur individual beenuso ho is

from a differjnt racial bacliground or lies r. difforont
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colored skin, We must assume that, because the predomi-
nant point of view of science and logic, and incidontal-
ly, of the Administration, 1is that all races are equal
and that there- is no such thing as an inferior or supe-
rior rcco. We, as I/M employees, must accept thc.t fact,
and if,,we cannot accept it, wo should not bo working for
That is tho second importent point to remember,

The third nnd most .important of all is a discus-
sion of prejudices iIn relation to your job, your relation
to those you tHok trith md "Thio work fol* you* It is cn
axiom that if you have tho slightest tendency to look down
upon your employees as inferior, no matter how carefully
you may seek to cover this fooling in your relations with
your workers, your attitude” will bo appojent to them*
TMs is in part bacr.use thoy rrill suspect you from the
vory First contact of iir.ving projudicos, vrhether you ac»
tually iiaww th™m or not* Their c.cturl experiences in
thoir former homos have tcught thera to expect this, r.d
ovneuation lins not hedped They arc super-seiasitivo,
r.nd you are on thj spot tocause of your position, your
T/agc-s, and tho feet th-t you come from r. froor ?rorld and
como and go rs you ploase. So it is your rosponsibility
to dispol thoir nr.turr.l suspicion, end timt is wvrell nigh

impossible to do unless you arc r.ctur.lly of prejudices.
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Sometimes it is difficult to do oven th. n*

Perlir:ps you hcivo boon r.blo to meot this situation
r.nd oWQroorafj it and dovolop a good sound trorking rolation-
ship vrith ovncuoo rrorkors and with tho yc.cuao comunity,
ivJr.ny"supCGrvisors cmd forcimun hcwG.becm di3<€ to do this, "hut
rar.ny hrovo fnilod,, ibnd failure to establish good working
relationships siiaply moans failure to get tho jot proporly
don™ thr.t you havo boon liirod to do* A foromr.n or super-
visor is not going to got officiency from his rrorkors if
ha fails *o gain thodr rospcct nnd to establish e sound r -
Ir_tionship th m. Forempn who fail in this rospoct
vory often conclude thr.t evacuee workers aro lazy or sliift-
loss or sullon because they ciro J*panoso. This, of course,
is nonsonso. Po.rt of thQ fr.ult lios tho supervisor
himselfe llo rrill discuss iIn tiio succooding hours wo rro
togotlior in LJosc sessions, c nurabor Y specific things,ono
can do to improvo rolntionships on th job*

Today, vto rrant to discuss furtlior this subjoct of
raoo r.nd attitudes--prxticulojly as it concorns tho pooplo
of Japr.ntso ancustry in this country* Wo hnvo askod our
Caimaunity Analyst, v, 0 is tio host
authority in thM cantor on thuso subjects, to tr.lk to us

today.
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SESSION 111 - COTEER EMPLOYMENT CONDITIONS
AKD WORKER CKONS

Every centor has had at least o116 work stoppsge,
and some have had several. At every center there have
been difficulties between workers and supervisors. There
have been"miaunderstandingB, both on tlie part of the work-
ers and on the part of the supervisors, of each others
problems. Both groups have sometimes laid the blame on
natiYo and psculiar trait/S in "t otlisr¥ Some workers
have laid all the troubles to the fact that the supervisors
were Caucasians, some supervisors have blaraed all their
troubles on the fact tLat the v/orkers were Japanese. We
believe that the explanation lies in the recent history
and background of tlie evacuees and in those conditions
which make center employment different from employment out-
side. We want to spend the next hour or two talking about
these things.

Three basic factors which affect labor relations on
the projects are the structure of tie comunity, including
the relation of the v;orkers to the com-aunity, the social
and economic status of the evacuees caused by life in the
centers, and the relationsiiip between tie supervisors and

the v; rkers* Let us examine each of these factors.
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The Comr/iunity and Its Part in Labor Relations

The Relocation Centers, unlike other ocomiuixi-
ties, are organized like a large industry or a Govern-
M nt Civil Service department* Instead of a group of
independent businos&os w/nero o usual labor-managoaont
roXationslaips oxist and wharo thero is economic competi-
tion, you havo all industries and sorvicos ultimately
responsible to one person, Hio Project Diroctor, and
only ono major relationship, that of tho community to
tho Atoinistration* You, the supervisor, roprosont
tho Adnini stration* \lh n any labor disputes arise, you
become not just the suporvisor, you bocoioco the wAdminis-

tration®le

Employment in tho contore is all diroctod to
providing thb community with tlio necessary services#
Consequently™ labor problems affect not only the workers
concerned but the wliole corai-mmity# Sacli operating unit
provides some service vital to tho oiiiranity.. Thus,
trouble iIn Dny opei-nting unit Effects not only the work-

ers in thnt unit but the wliole center.

Goin.in.ity attitudes in turn affect ths labor

situations. |If the comunity fails to give recognition
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to particular group for the service performed, the
norQle .of tie v/orkers iiry suffer to such r.n extent
thr.t the sarvico is roducod or tho work dono poorly.
For exnciplo, rit no project thj slciugliter-houso work-
ers, Tooling that thoir work urs not r.pprocir.ted, bo-
QEie so inofficiont tht; tiic comriimiity bog-"n to suffor*
Tlio Council and block ar.nr.g rs recognizod this fact

i=Jd FinOiXy cirrcingod to givo £ dinner for 'blu sXr.gliteir
house workors, at which U zig they expressed their ap-
preciation of their services to the comunity. At
another project a crew working on a pipeline resigned
when an article in the center paper indicated that
their work was unsatisfactory and further intimated
that the workers on tliat crew occupied an inferior po-
sition. After they resigned, WO v/riter of the article
-xplained tJiQt lie did not Liean to insult "the crew, tliat
his article had been misinterpreted* Tne workers were

satisfied with tliat apology end went back to their jobs*

mien tio colanunity is disturbed over an adminis-
trative program--for example, segregation or the labor

cuts of last fall- thoir unrest may b®© reflected in a

labor dispute which grwrs out of all proportions to the

seriousness of labor problem. Some slight incidoirt
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which othen-vise would be of no importance, becomes a
medium for making a corwinity protest over an unpopu-
lar program. You as supervisor shoiad understand these
things. During the segregation program iast fall, at
one center there was a work stoppage In a garage repair
crew. The immediate cause of the strike was tie sta-
tioning, through a misunderstanding, of a military-
guard instead of a civilian guard, at the gat© to in-
spect incoming freight. Illie garage crew refused to
pass the guard and cpuplained to the superintendent.
The superintendent tactlessly told the men to either
get to work or quit. [linmediate work stoppage was the
result. For some tims community tension had been
building up over the segregation program. Although the
cause of this dispute was iniLiediataly rectified, other
work crews and than tlie whole coimmmity used this as

an opportunity to express thxuir unoasiriBss- over s&grt)ga—
*bion and ovor tJio roduction in ouployliaent, and sympathy
strid es broke out all over thu contor#

Sympathy of thu comniunity plays a groat part in
determinin the strength of work stoppages* At ono con-
ter a strike in a hospital failed bocauso tho community
thought the workers had no real griovanco* The synipa-

tlly of tho community was with tho patients and not with
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the workors. If the coreo.unity is in sympathy with the
workers, they are williaag to suffer until the grievance
is adjusted. Last winter at one center a strike of the
boilerraen ad. janitors left the residents without hot
water for almost a week during the coldest part of the
year, While the co unity was anxious to settle the
dispute, they did not force 1;ie workers to return

until some of their demands had been met.

On the other hand, tiie comimity is a powerful
force for peace, The residents” desire for organized
and peaceful environment lias led the coimnunity to par-
ticipate and settle labor disputes* Comunity councils
and labor coimmttoes have, with varying success, served
as go-betvjeen with the Aoininistration and the workers.
The councils and the labor coiamitteys, with an under-
standing of the problems of both the Administration and
the community, can bo of groat assistance inroaintain-
ing a peaceful community and in settling labor di”putos
once they arise* Tliey ilist have, however, tho full
support of die community and the Adninistration,. and

thieir value must bo recognized#
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Employment Conditions in the Center

It is obvious that the employment in the centers
differs in many ways from eraployment outsidee Specifi-
cally there are'a inbiber of differences which all super-
visors should recognize and bear in mind when dealing
with the workers# It is these factors which so often

determine the reaction of the worker.

There is a limited economic incentive to work*
The sixteen or nineteen dollar a month compensation is
rarely raised as the main issue in a labor dispute,
but it is an important factor in general dissatisfaction
in labor conditions. It is a particular sore spot with
vrorkers where an appointed staff neiaber is receiving
ten tiroes as much for roughly the saio job* n a nor-
mal community wages are a bargaining point in any labor
dispute, but this is not the case iIn the center, Since
the wrages are relatively unimportant, other things such
as tho v/orking conditions, ooiifaunity recognition and
i3 attitude of dia suporvisor aro moro important to the
workers# liCeoro a worker on tho outside w/ill take a lot
from tlio supervi sor bucauso the wages aro important to

Mia, tho ovacuoo vrorkor in tiio oontor does not considor

tlio compensation as Hio most important part of liis job#
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There is limitedl opportunity for prornotioiu

Even a proraotion carries with it little or no edonoraic
gain* There is no wfuture®™ in a center job* The work-
er must get his satisfaction through the recognition of
the oorariiinity and of his supervisor and tlirouga real en-
jJjoyment in his work. Remsniber that tke % rker is not
working for j u# Ha is seldom working for liis ovm saloe*
He is not really vrorking for the Administration even
v/hen he works in tlie offices* He is working for die
coairjunity. You may tell him what to do, when to come

to work, where to work, what job to do and how to do it,
but le is really doing these things for the communitye
You oay personally earn his cooperation and his respect,
but you cannot demand it b~cauae of your position. You
also are working for the coniraunity* All of you, both,
workers and supervisors, are Tinally responsible to the"
Project Director, and no is hara for tho purpose of car-
rying out “UiA rosponsibilitios and objoctivos* “mong

thd” First of these is the raaintonance of the consaunity.

Bocauso of tho rolatively limited kinds of om-
ployment available, many, in fact™ nost of the evacuees
are working at jobs completely foreign to them. Many of

the vrorkers uere independent farraers or business men.



Tliey are not accustomed to working for Qthers, and it is
diffioidt for them to adjust to their new role of em-
ployee, Prior to evacuation, many of them worked for
other Japanese and Japanese-Aniericans in largely Japa-
nese concerns* Evstcuation and subsequent events 1llavoO
made the evacuees particularly sensitive to any evi-
dence of diffeientiation from the rest of the popula-
tion, Therefore, there is often self-consciousness on
the part of the evacuees working for an appointed super-
visor. The workers are keenly aware of the special
privileges and higher salaries which the appointed staff,
have, tiey ar , th-"refora, quick to observe or suspect

any avidonco of projudico or intolcranco.

C. Relations Botwoon Workoi”s and Appointed Supervisors

With alX th-jso factors, the importance of tho com-

Importance- ) ) ) )
. OF munity in labor problems, tho changod oconouic and social
Sup “*rvisor{s
Attitude status of tho workers, tho peculiar cii”™Xoymjnt conditions

which mako labor probloias ospocially difficult, tho work-
or-suporvisor relationship boconos incruGsingly important*
In spit of tho coinplieating factors, thu aro many
crows where efficiency, work habits and morale are un-
usually high. In all suclx cases you will find that the

workers and supervisor have imtual respect and confidence
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in one another.

Kie workers are particularly sensitive to any in-
dication of anti-Japanese feeling* Any remark, such as
uy u people are all alike*™ may be interpreted by the
workers as meaning an unfavorable attitude toward Japa-
nese « Lacking the usual employment incentives and being
particularly sensitive about tlieir status in the centers
the workers are reor6 apt to quit at any reniark which
they deem discriminatory or unfair. Remarks suclj as
we.uit if you don"t like it", tv:ork or get off the lot™%
are often the last straw to the worker* The supervisor
who uses these phrases accomplishes nothing. The condi-
tions that drove him to make such reraarks are still
there, and whether the worker quits or not, nothing lias
been accomplished. ne foreman told a crow ho could re-
place them and saia, "'"Anytime you want to quit, you

quit™*  lhe workers did quit, but nobody replaced thom™

Another area where friction often occurs 1is in
the relationship betvw/een an appointed supervisor and a
resident foreman. Too often the supervisor fails to
give the forerian. sufficieirt responsibility or to back

3aim up in his decisions* Jxr example, an evacuee
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foreman gave a worker permission to use a truck for a
certain job* The supervisor found the worker i?ith the
truck and ordered Mm to return it to the motor pool
imediately, The i-rorker explained that the foreman had
assigned the truck to him, but the supervisor said that
tiiat made no difference, the truck had to be returned
imediately* ilhetlier the foreman had rightly or wrong-
ly periaitted the vrorker to take the truck, the super-
visor hurt the prestige and position of the foreman and
showed the workers his lack of confidence in the fore-
lilan. Soma supervisors overlook the foremen in their
relations with ths crow or intercept the flow of wrork
without consulting the foreman* Ilifm such things hap-
pen, tho prestige of the foreinan and koy workers is
hurt, and snubbing them may bo intorprotod as snubbing

or doubting tho ability of whole coi™mnity.

On any job, but particularly in a Relocation
Contei% the supervisor as an obligation to explain pro-
cedures and policies to the workers. Tha workers are
frequently unaware of changes to be made in policy or
procedia?e until they a3 put into effect. Whan changes
are made rapidly and without preparation» the vrorkers

have a feeling of insecurity which carries over to the
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whole cocummity* n every case of chang the super-
visor must see that tlie workers understand the new pro-
cedure thoroughlye 4t one cervber a new oentral labor
pool was established. A series of terminations left the
propeffcy ersw short handed* According to Gl n6w proce-
dure, markers from other crews were called upon to help.
Not knovFfing t®© new procedure, they felt that they were
being asked to do sometiing wliich was not their respon-
siMlity* As a result sev™al of refused and
were terrainated™

The labor cuts put into effect in the late sum-
mer and fall of 1943 are an excellent example of the
1106d for giving complct® opHi.ro."toiis * 1lig worlcors*
In many casQs, becausQ they had no information to tho
contrary, workers resisted the labor cuts because they
thought it was raeant to force relocation through creat-

ing largo mimbors “uuiploy™d*

portant in labor disputes*
Tlirough misinterpretation of instructions, the
military gus™d instead of the civilian guard was posted

at the gate to inspect incoming packages. A garage
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repair crew o u ed 'Hliis. gate daily, refused to pass
the military guard and brouglit the matter up with their
supervisor# The supervisor got tirad of the discussion
of the workers and told tlaem to either get to work or
get off the lot™ The vrorkers resented his remarks and
refused to work. First they demanded a i/rritten apology
and then the resignation of tiie supervisore Represen-
tatives of the Administration and tlie garage crow met
to discuss the problem. The military guard had been re-
placed i.aTiediately by a civilian, but the crew now
shifted their complaint on the attitude of the supervi-
sor, Tilay claiiiisd that lie was prejudiced, played fa-
vorites and did not give Ms foreman sufficient respon-
sibility Ai"tor another mooting ZYyith tho supervisor,
tils crew Yas about to return to work wlion a group of
agricultural trorkers joined the vrork stoppage and in®
sisted on holding out for a written apology from the
supervisor, Aftor tho agricultural vjorkors quit, the
cai“pontors, maintonanco and operations crotrs, plumbors,
transportation and supply crov;s vroit on a sympathy
strike. Tlie council bocara™ conoornod ovor tho break
dovim of sorvicos, and tao Xsbor ocoriiaittee of the council
began negotiating betvreen tlie strikers and the AdBiinis-

tration# The strikers wvrere holding out, either for a
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written apology or Ms dismissale As the strike con-
tinued, the coniiiunity became raore concerned and began
to show disapproval of the work stoppage. The council
finally succeeded in getting the strikers back to"work
while negotiations were carried on. The background of
the strike lay in the atraosphere of uneasiness and in-

security growing in the center over tke segregation pro-

gram and ovér the labor cuts* With the labor cuts com-
ing just "before the segregation trains left, tie iTorkers
felt the labor cuts were designed to force relocation
by creating unemployment, Te conmiunity was disturbed
over the disruption of its organized community life
through the transfer of a large group to and from Tule
Lake* These tvo programs, coming at the same time,
caused a great deal of unrest and a feeling of insecu-
rity. In this labor situation, we have almost all tie
factors appearing which ?%e previously discussed. There
is a close in"ter-rslation between the v/orksrs and the
comunity. There was at first community support of the
strikers through, the sympathy strikes of other units.
After the coranmnity services vjore more and moro disrupted
and corimunity tensions incroasod, the desiro for peace-
ful settlQmont began to>grow and finally forced ttio

workers back cm the jobe In this* as in almost all othor



work stoppages, the im:;ilediate cause was '‘tre friction
between the supervisor and the workers# With the unrest
then existing in the center, a work stoppage could have
broken out almost any place, but the s™ark that ignited
tho firo was the tactlossnoss of the supervisor, Por
somo timo before tho striko, there wag ovidenco liiat tho
workers rosonted tho supervisor” attitude and ciothods*
Thio timo was ripo for a striko, and they soized upon
his uinsult™ to call a work stoppage#

Thoso QFum factors appeared in another strike
wMch affected die whole cmi.aanit;y In July 1943 when
the employment cuts were announced, the maintenance
crev/ was substantially reduced* Tliere vms dissatis-
faction over the cjut and over the efforts to coiabine
the jobs of janitor and fireman# ThO dissatisfaction
continued but did not become serious until winter and
cold weather increased the work* Along with the dissat-
isfaction over tlie cut was the dislike for the supervi-
sor of the maintenance crew and the workers felt that
he vms prejudiced, With the approach of vrinter the work-
ers were advised that they would go on a & *iiorxr schedule
because of thG danger of fires in unattended boilor-rooms*
Tho vjorkers asked, for extra men on thoir crew/s, Thoy

disapproved of tho staggering of hours and doubling up of



the job of janitor and boHerman* This was partially
due to the occupational caste system v/hich had devel-
oped, the boilernen feeling that they had a higher
status than til® janitor. The Administration refused

to increase the crew on the grounds that there v?ere
already enough workers to do the work and that the
labor quota v;as filled* The Administration and the
workers were deadlocked over a raonth v/hen colder weath-
er finally forced the issue. The superintendent sent

a memorandum to the workers, ordering a 24-hour sched-
ule and clianging tho title of workers to janitors*

Upon rsceipt of the memorandum all except three of th&
crow resigned* The lack of liot ?;ator and the janitori-
al service soon affoctQd the Ti le community. Some
worlcors in otlkmr activities doing hard or dirty work,
also quit because they could not take hot showers. Nu-
morous mootinga wvrero held by tlie Administration* workers
and various community coroinittees. The Administration
appealed to e "block raanagers to appoint a new crew*
The block managers sai4 this was impossible* Hesident
group began putting pressure on the Administration to
settle this dispute and finally began building fires
themselves* The Wasliington office refused an appeal to

increase the labor quota for that unit. The local
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Adraini stration finally withdrew the S4-hour schedule,
recognizing that the safeguarding of Goveriunent prop-
erty outside of regular working hours, Vma an adminis-
trative responsibility, and tlie workers returned to
tI™ir jobs* N settlement vms reached on the question
of providing fires for laundry rooms and lavatories,
and no real »ettleraent of the job title. Here again
the conmiunity played an important part in the success
of the work stoppage and finally in its settlement,

social status of the workers involved had aom
bearing on the matter since it is probable that they
gained status in the eyes of tlie coaimunity acl an ap-
preciation of their services through their strike,
Equally important in this case, as in any other, was
the friction between the supervisor and the workerse

n our next session we want to talk about loss

spectacular labor probleiTie, the little things that oc~
cur every day, and discuss ways and means of inproving
the relationship betweon tio supervisor and tn&

workers
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SESSION 1V - PRINCIPLES OF GOOD JOB KELATXONS

The principal experiences which all vrarkers
share in ooimiioti are evacuation and life in the cen-
ters. Other than that these workers are as much indi-
viduals as any group of workers* Some were rich and
some were poor, some were farmers, some laborers, 30me
professional men» some business men* Even their experi-
ences 1in evacuation and life in the centers have some
differences. Some resented evacuation. Some like the
close community life in the centers* Others hate it.
This adds up to the tact that each and every one of your
vmrkers is an individual and should be treated as such.

What are some of the things that are important
to each worker:

l« His family (Board V/ork)

2. Eis health

6. His financial
condition

8. His status in the
cornniunity



Let Each
Worker Toiow
Il ¥ He 1is
Getting
Along

Each worker differs from each other worker in all these

psrts of hiBiself lioinc* “theiye tliiiigs Br© a port#
of him all the time and make him different from other

workers.

Necessity for Unbiased Attitude

[F o0 recopnize each vorker as & individual ang
treat him as suci), you will go a long way toward treat-
ing him fairly and witlxout prejudico# Ther® ar® no prin-
ciples of good job relations and no techniques for han-
dling Job problens v/hich v/ilLwork unless 1;h® supervisor
recognizes that the ~orkers are individuals and approaches

his™~job without prejudice or bias tovmrd the individual

mrd N i

Aitli an unbiassd attitude and 81 o”pprsciation of

the individuality of the YTorksrs, ~nat are some of the

Suppose you have a new foreman on the job and
wiion he g cs li0id®0 at nightf souiobody asks iiiiu how H©O is

getting along, dO shrugs his shoulders and says le



doesn®"t lcov;. Ho one has said anything to him. Then

he begins to wonder if "& is doing all riglit- if the
supervisor cares how lie does* Then maybe his work "be-
gins to slump* uncertain about whether he 1ie doing
a good job-~he thinks,you donlt caree Does that make
for good relations? Or you have a man who really isn*t
doing a good job, but since nobody says anything to him,
he assumes he is all right. He may even assune he is
good* Then, sonieday when the supervisor has to cut his
crew, this man mil be VaQ first to go. He will resent
it and think the supervisor is playing favorites* Even
if the supervisor never lias to reduce fore®© and let this

n go, he isn” being fair to the worker, and he isn"t I

| =

J getting iaaxiinuii production from him. Is this good job j
vrelations? These situations illustrate one principle;
~Let each worker know ligZ he is getting along***
A word of encouragemont to the worker who is
doing a good job vrill givo him incentive to continue*
Where thoro s no economic incontivo and littlo oppor-
tunity for promotion, this is particularly i”~ortant.
A moss hall worker was putting in a full 8 hours, work-
ing liard and doing a good job* Gradually his supor-
visor noticed that the vrorkor v;as loafing on the job,

bocoming inefficient and rather irrosponsiblo. The



35 -

supervisor repriiiid3llded hid & few times™ but it didn*t
do any good. One day after.a bawling out, the super-
visor overheard tlje worker tell a friend that there vms
no use VTorking hard, nobody appreciated it wlien you did#
The supervisor paid attention* He began to coi™dliment
the man. for things lie did well, to give him increased
responsibility, and it worked* Tile man was soon back at
his previous level of performance,

n the garage crew tiiere was a worker who did
his ?rork vrell but was car«loss about taking care of his
equipment and about cleaning up tlae workshop when hefd
finished a ”~ob* The supervisor praised™him for the work
he did well but never tried to correct his faults* One
day the worker, s planning to relocate and had a
good job offer, askedi tiie siro™rvisor for a recoramendation™
The supervisor iTTote an 30Best letter telling the work-
sr*s faults as well as his good points. When the worker e
got a copy of the l1&ttor, he vjas angry* He said the
supervisor had never told liim those things, and lie didnH
know they wre iuportant*

Any workor prefers a supervisor who is honest vrith
him, who helps Mm to correct his faults and oncoiiragos
him by praiso v/hon ho does a job well*

A sup™rvisor in Jlig Finance offico had s wrusliu
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report '"to get o.ut* The supervisor outlined whé&t was

needed to his assistant, and then because he had other
work to dof he put the job entirely in the hands of his
assistant and his staff. The report was finished on
time because the wlaols staff worked overtime. It wae a
good report. The supervisor accepted it without cora-
Blent* A few days later the division Chief was in the
office and in front of the staff con”liraeBted the super-
visor on the report, saying that it was the only one"
done on tim& and without errors* The supervisor accepted
the co Uliment but did not refer to tlie staff who did the
work* Hatux™ally, his assistant and the staff who did the
work resented th” fact that the supervisor took all the
credit. Did this make for good job relations? Doesnrt
a word of praise make for a job well done, make you feel
better tovm®"rd your supervisor and the whole agency?
this, then, 1is a second principle of good job relations:
¢=Give credit to the workers.M

L |
= S

Suppose that wlion you qu>t work tonight, your
supervisor tells you that tonorrovf your office will be
movud to another binlding. T/oxadn”™ you have liked tlio

ty "to discuss t? Suppose you bxo "told "HH;

from now on beginning tonight, you will be on the night
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shift* Suppose you are told that after tomorrow your

unit will be reorganized an4 that you will also have the
responsibility for another job and tliat your assistant

or foreman is being transferred. Would you 'be happy about
these changes, made without any discussion with you, with-
out any explanation of why they ?rere made? Your workers
have the right to the same treatment you expect from your
boss— th© right to be told, in advance, about changes

that affect them, tlie right to be told why the changes

are made”™ when they will b® mde, hovr they will b e made =

A janitor who had been on, the day shift vma told
when he went off duty at four o"clock, that he T/ms "being
transferred to the night shift and to report back for
duty at midnight* The worker failed to report at mid-
night, and the supervisor ordered him suspended for tliree
days» What the supervisor didn’t know was that the
lila™s vjlfe was on nigjit shift at the hospital and in
the short time allowed, no one could be found to stay
with the child at night TThun they both vrorked*

111- ie centers whore tlie workers and the comLiuni-
ty are so closely identified and Fhere rinnors arc? so
eomrrion, it is oxtroraaly iraportant that any ckange xrhich
affects a crew or unit be thoroughly and repeatedly

explained*
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Have you ever becorae dissatisfied with your job

Make the Best because you KieVi you had the ability to do a harder jd)

Use of Each

~v"/orker*s
Ability

T/ork I7itii
tho Group

than the one to which you were assigned? Have you ever
had a worker in your cret/ to MDl. that happened? Did
you ever lool: around to see if you had that job for

him? In a finance office they hired a girl as a typist*
She said she had been trained operate a con)tometer
and would like to do that. Tiiere was only one compto-
meter in the office, and dig? already had an operator,
but told her that if there was a vacancy, they would
give her an opportunity. Several months went by, and
the girl continued as a typist# Then the comptometer
operator relocated. Before she left the office she

told the supervisor about a friend of hers wvrho ¥as a
comptometer operator* The supervisor had forgotten that
lie had a typist WOIO could do thQ work, and kq hired the
other girl* The typist quit. This story suggests an*,
oth&r iraportant priiaciplu of good job relations?

Wiako tho bost use of ach v/orkor*s ability*

If your supurvisor only tGlls yciu what to do but
you never see him do any trork, donft you resent it? Mio
gets tho most cooporetion from his v/orkors--tho supor-

visor who works with thu crew or tho supervisor vrho oray
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~rorks** them? Here in the centers it is particu-
larly important that the crew feel you work with them.
The distinction in wages, living conditions, freedom,
etc* between appointed staff and rrorkers is of necessity
great, and if you fail to give your workers the feeling
that you are part of the group with your share of tlae
work to do, they will probably decide that you consider

yourself superior.

IT you have done a good job of training, your
v/orkers know their jobs end the work of the unit, and
you can benefit from their knowledge and demonstrate

your confidence in them "by letting them participate in
6. Encourage

Workers to planning the \rork and respecting their advice* Itoen the
Participate
in Planning employment leave procedure for evacuee workers was put in-

to effect, one center called a meeting of the office staff
and together they worked out the details af record keep-
ing, When tlie procedure erit into effect, each worker

THs satisfied that tiie procedure vas good and had a cer-
tain pride in the dase Yfi.th vfhioii the new procedure
operated. At another center the supervisor vrorked out

all the details himself and then told his staff lowr it
would bee There was rauch criticism from the staff, and

as a lIsatter of fact many details had to be changed vrhen
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the program went into effect as they were not practical,

finally, the supervisor must give his full sup-
port to bis workers* Kow many times hav© you lieard a work-
er say thrt he liked his boss because ke backs me up*™? If
a job isnH finished on tine, if a job is not well done,
nine times out of ten it is tlie suegrvisor's fault# The
siipervisor who defends his workers when they are under

criticism and praises them to others when tiiey have done

a good job, will have a trilling and cooperative crew*

Let us review these principles of good relations
and try to fix them in ur rainds.

1 , Let each worker know iiow lie is getting along*

2* Give credit to the workers,

3* Tell the vrorker in advance about changes
that will affect him.

4, llake the best use of e&oh trorker®s ability*
5% V/ork i?ith the group,

6* ILncourago vrorkers to participate in planning
and respect their advice.

7. Give full support to your workers.

If we can put tl se principles into practice in our day

to day contact with vhorkors, wo go far toimrd im-

proving aur. job relations*
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SESSION Y - MEKIOBG Oi' EJINNKIHG :WORKER-SUPLRVISOR
PROBLEIB

of handling worker**supervisor probleias¥elve talked about
the principles of good job relations to be followed in day.
to day contacts, tilings to reraeraber and practice, which will
help prevent grievances and problems. Now wre vrant to con-
sider some simple rules to follow when a grievance or prob-
lem does arise* In addition we airfc to consider _wlietlior 'the/
supervisor lias made use of tlie principles of good job rela-

tions. Let’s take one situation and analyze 1it*

Mr. Howard was,”supervisor of a garage repair crew.
There had been a lot of work to do, and the crew T?as short-
handed, Under the strain botn tiie supervisor and the crew
had lost their tenders. One day ur. 1diovrard and his foreman,
mMr. Makimoto, talked things over togetla&r and agreed to try

and b© more understanding of each others problems and more

day . Hoirard came "back into the shop and found all of
the crer sitting around smoking* He had previously given
orders that they rrere to return all equipment to its proper

place iiiffaedistely on fiixishiiig a job* Norr the tools t:ere



scattered all over the place. He turned on the foreman and
said, M"there’s all that cooperation you wre tallring about?
Why, 1 could get half as many greenhoriis in here who would
do more work.m The foreman said, "All right, go ahead and
get 1ugie The foreman and tlie crew walked out*

s this tlie way you would iiave handled tiie situation?
Tiis supervisor lost tiis teciper* Thai 1is obvious and, of
course, nC*ver helps the si'fcuat>i ri» Tile sequO©! to "tills story
is tl*at the forernn vrent to the Personnel Officer snd ex-
plained that after his talk with Lir. Howard, the supervisor,
early in tile day, he and the men had discussed the situation
and agreed 'thatj "they had b90n partially fit faullj for the
poor relations and would do tneir best to cooperate”™ Tliey
had gone back to work feeling better about their job and had
worked hard all morning, Sliortly before noon a rush job had
come 1in., and several of "them had worked riglil; tlirougli /th©
lunch iiour* All the crew vrorked v/ithout a break through the
afternoon and finished the job about 4 ofcl Cr* They decided
to rest a few minutes and smoke before going on to anything
else, and it vras just at taat tine the supervisor came back.
kiflik h© jumped on 't right avray and made the remark, about
cooperation and greenhorns doing more work, they vrere mad
and hurt and decided there ?ms no point in going on and try-

ing to please the supervisor*



This stor”™ tlirows more liglit on the situation* The
workers were not rdoafing®™* 15ley irere sincere in tlieir
effoi"ts to cooperate and improve relations#

LeVs look at the effect af what the supervisor did
from these angles:

1* How did the foreraan feel toward the supervisor?

2. How did the rest of the crew feel?

3* What did it do to production?

On all "three (Jountis "Hie action vtgs wong* Wss "tlisro q 18iy

to avoid these mistakes?

Method of Ana. 1/hat should the supervisor have done first? He could
lyzIng Prob-
lem$ > hav® "talked to th© foreiian to find out w/hy the cr@vrvras rest-

ing* This is the first step;
¢ Oet the wGet the facjfcs.u
Jacts
Then what ~ould lie do the facts? He rrould weigh
the facts and decide on the action to be taken. This is the
second stepi
1/eigh and wl*/eigh and decide#™
Decide
After weighing and deciding he would;
- Take actiol!. ATake action,0
Thou, isnilu ii; a good idea to chsck and b&g 11017 it all

comes out?. Tilat raeans his final stop would bo:

Cheek aChock results#*
Results
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Basic to all these things the supervisor has to

decide what his objectives are, what is to be gained:

1.

2.

3.

For

the individual

The group

The coiaiTilhity

Lefs take this story and follow it through., using

tliis xiethod and see what Howard, tiie supervisor, might

have done:

1*

2*

iiifret wore tlio objectives ho lioped to gain?

a*

C*

With his foronan, 3\&. Halcimoto, he v/anted
to continue tios good rola-tions wl\icli tliey
had established tliat iuorning.

17itli the group lie i?antod to remove tbo
friction which had o”isted*

He v/anted to iraprove production vMch had
not been too good due to the friction,

With better relations with the crew they
would be a force for peace and contentment
in the center.

What ?tGre the facts in this situation?

There liad been friction between "the super-
visor and the crew.

He had talked tilings over uith the forehian
and they had agreed to try to cooperate moree

The crew had agreed rnt..the forexiiau tliat
they would try to do a bettor job and get
along better with tlie supervisor.

The crew had worked hard all day. Some of
them had missed tlieir lunch in order to
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finish a job*

e» Tliis was the first rest period they had had
all day,

f* Orders had been given that tools were to be re-
placed as soon as a job was finished.

3» Wiiat possible actions could the supervisor have
taken?

a* Bawl the crew out for loafing.

b. After finding out fron the foreman why the
crew wasnft worlang, compliment them on /the
work they had done and remind them to return
the equipment*

c~. Ignore the situation*

What action do you tiiinlc would have been the best?

VAich action would best have gained his objectives?

Let"s look at the handling of another situation and
see hOWr the supervisor applied the teclmigiie we have been
discussing. In tliis situation, getting all the facts was
tho most important and the Jiardest part of the supervisor’s
job* Ir, some situations all the facts are not obtained until
the personal opinions and feelings of the worker are consid-
ered. Those porsonal opinions and feelings are facts and
they may bo tho cofitrolling facts iIn arriving at tho right
decision. Tha supervisor of a hospital laboratory noticed
that one of tho laboratory tochnicians was using an acid in

a dangorous tHa~ Tlie supervisor said to the workur, @I
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Lave told you never to use the acid that way. It is dan-
gerous - The supervisor was only stopping the v/orker to
avoid an accident* He had vmrned him before. The worker,
a boy of about 19, was irritated* He said that he had done
it that vray before and nothing happened, and if the super-
visor didnl* like the work lie was doing, lie v/ould get outt
The supervisor tried to calm him dovm and expla®ji that baa
accidents had happened froxa careless use of the acid, and
he didnH w/ant the boy to endanger himself and others* The
Worker said he vras tired of being nagged and picked on and
tired of the job too. The supervisor asked him what was
the matter, that he iised to be a dependable and careful
worker but 17as nox® slowed dovm and VMS getting careloss*
The worker replied that he VMS doing, the best lie could,and
if that \IMSNi1 good enougli, the supervisor should get soraoone
else* The LUparvisor had a job rolations problem on his
hands. [I»ot,s see if ¥/0 can apply our method f#r working
out these problems and find a good solution. First, what
were thu supervisor’s objectives?

1 , Ho wanted to change tho worker’s attitude*

2* He wanted to make him a eafo worker.

3, Ho wanted to enforce safe proc duros>&;

4« Hu wanted to k-up up tlio quality and production
of the laboratory*
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Now what were the facts in this case as the super-
visor knew thesi?
le The worker used to b®© very dependable*
His 170rk had slowed dcum.

3, He was becoming careless in violating safety
rules,

4* He had been warned: before,

5# Ha was snapping back at the supervisor.

The supervisor know he didn"t have all the .facts in
the story. Thera was a gap be~/een the first fact that the
worker used to be dependable and tliat he was now an unrelia-
ble raan. 1In order to get tiie wliole story, the supervisor
decided tliat he would have to talk to the worker and get
his opinions and feelings in the matter* |In getting the
facts the supervisor had done three things. He had:

1* Reviewed the worker*s record#

2* cConsidered the rules which applied (safety rules
in this case)e-

3 Now ho was going to get tho feelings and opinions
n of tlio worker™*

, He told the ?/orker that whon ha had finishod the tost
lio VIS doing, ho would like to have hira come into the office
where hu could talk to him alonu. Ho didn*t v/ant to talk to
him in tho laboratory in front of thu rest of the workers*

He also wanted to givo him a chanco to calm dormt on "dg

workur came in, tho suporvisor was friondly and said that ho
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did not want to givs tlie irdpression 'thali he wss nagging*

He did vmnt to call the worker” attention to the danger

to himself ancl otlierfc in the way he was handling the acid.
He v;ent on to say that lie had noticed that the quMity of
Ms work was falling off, and v>;hen lie first cane to the
laboratory six months before, liis work liad been excellent
but of late he had been slipping. He asked him if he had
any trouble or worries or if hO disliked the work* He ?/as
trying to give the v/orker an opportmiity to tell his ovm
story* Tlie boy said that the work was alright— it was
monotonous sometimes, but lie thought lie 7/as doing his work
as .well as anyone else and defended hinaself on the grounds
that he had never had an accident™ The supervisor had
called him in to have a friendly talk with him and not
argue. He agreed that there had been no accidents yet, "but
he was afraid that ttiere would ba, and he wondered if the
worker was really interested in his job or if there was some
other kind of work he would rather do, Shig said the work
was alright# He had chosen thO job and heM stick to it*
The supervisor reirieciberod that Qhig liad been enthusiastic
when li started the job and spoko of wanting ovontually to
go on and study nedicinG, No:r hv didnft soom so onthusiastic*
The supervisor askod if iiu had changed his mind about study-

ing mEjdicino. Shig said ho couldnTtr . Ho had promised his
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father. The supervisor asked him wliat he really wanted to
do, Shig hesitated and than sai<i that lie really wan d to
be a mechanic, but his father had always, insisted that one
of the boys B0 a professional man, and since his older
brother wasn*t very well and couldn’t stand the work, it was
up to him# He said he had a friend who had relocated, and
lie wanted to work in the garage but his father raade him work
in the laboratory. The supervisor had listened to Siiig
v/itiiout interruption* Now he said that if Shig vranted it,
he vras sure a transfer to tlie garage could be arranged,

Shig aai”™ he would take tlie job in a minute if it vrerenH
for his father. TUe supervisor suggested t™at if Cliig liked,
ha w«uld be glad to havo a talk with his father* Shig said
he thought that might help because bis father had often said
he respected the supervisor* The supervisor agreed to come
around that evening and talk to Shig*s father* Qliig thanked
the supervisor and apologized for "Hacking backO in the
laboratory* ii3 said he hacl boon fed up with the job, and he
appreciated tlie chance to talk# To finish the story tilo
supervisor did talk to Shig’s father sevoral timos. Finally,
tho father agrood to lot Shig do as hglikud. Ghig v/orked
in tiiu garage SGVJral m irtb.s and t3icm relocated vory succcjss-
fullye- listening sympathutically to thcj worker* s story,

tho suporvisor found out thu n»al facts buliind tho situation.
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1,
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3,

Nov;
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to facts .already listed, Ilie now knew
The job waa monotonous#

The boy*s father wanted him to follow a
profession.

He disliked the work and wanted to be a mechanic*
the supervisor felt that he liad all the facts and

the necessary st”p and weigh and decide what to

do. He decided that he could da the followings

1*

2*

3.

The

Put the boy on probation.
Give him less dangerous work*
Transfer him to a new position*

supervisor decided to transfer him toa nevr job*

. lie had to consider now v/hetlier

1 .

2*

3*

Nov-;

jectiveg.

To handle this transfer liimself* Since the pro-
cedure calls for approval of all transfers "hy

the Personnel Ljanagement Saction, he had to talk
tlie situation over with tlieni and have tiiem approve
the transfer.

He had to refer this to Ills superior. Since he
liad final autltority over personnel in the labora-
tory, he did not need the Cliief wiedical Officerls
approvale ]

He was timing the action propsily# Since he had |
talked, to both the vjorlc™ ~nd his father and they «
had agreed to tlie change, he felt that he could |
go ahead without waiting further.

He was passing tlie buck to anyone else* No, in
this caso he had handled the case by himsolf.

hG was ready to check tas action against liis ob

Eu had improved tho workerls attitude, b vms
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sure from past performances that the worker ?rould observe
safety rules if he was interested in his job. He had lost
a worker, bu on the other hand, this boy liad been danger-
ous to keep in the laboratory* Now let us check to see if
the principles of good job relations apply in this situa-
tion#

1 . Let each worker know how he is getting along.
The supervisor had warned the worker that his
work was slippinge

2. Give credit when due* The supervisor had told
the worker that lie used to be a good and depend-*
able man*

3. Tell a worker in advance about changes that will
affect him. Tlie supervisor had talked to the
worker about the possibility of a transfer before
he took any action.*

4* Make the best use of each person” Obility. The
supervisor recognized that tlie w&rkei”s real .in-
terest and ability did not lie in his present

job# The supervisor had treated the worker as an
individual™*

At one center a landscaping caevj- had been working
together almost from the time the center opened. Tlie crew
was very proud of the work they had done and most of them
v/ere skilled men in their field* Ibeir supervisor was very
popular vjith the crew, and they had always gotten along very
well together”™ Tliey had mutual respect and confidence in
each other. 11le manpower comission wliich had been set up

to try and take stsps to alleviate the critical labor
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shortage, decided that the landscaping project could be
discontinued# The supervisor v;as told tiiat his arew would

be disbanded, tiiat he MmsoXf would be moved to a new job.
Rumors of this change imnediately spread to the crew, and
there VMS considerable hostility to the plan* ?he supervi-
sor decided that he liad better "fealk to the crew at once and
try to secure their cooperation in making the change* He
called tlie crew together and told them in detail what would
happen and just why it was being done, He gave each member
of the crew a chance to express his own opinion. He then
defended tiie plan and tried to show the crew that it was for
th® best interest of the entire community. He asked them to
help him in working out a detailed plan for discontinuing the
landscaping project and for trying to get comniunity coopera-
tion and planning to at least maintain the work which had
already been The crevr finally agreed that in the long
run and because of the serious labor situation, their project
eprobably should be disbanded* Witii tiie supervisor they worked
out details for discontinuing the project, and v/ith their en-
thusiasm for their work tliey were able to organize "block
volunteer comraittees to help maintain the work which tliey had
already done. The supervisor went with each of tlie workers
to tlie Personnel Office and put in their files personal let-

ters of recommendation* In consultation vitli the Personnel
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Officer lie helped each of the crew get another job to his

liking, Wlien the la
there was no trouble
tremely cooperative
tion the supervisor
ble* LetVo aee wliat
1

, He wanted

Z, He vmntfed
until the

31 He wanted
Now wliat were

1 , There was

ndscaping project Vma discontinued,

with the v/orkers, and they were ex-

in finisiiing the work* In this situa-

took positive action to prevent trou-
his objectives werej
the workers to accept the new plane

t6 maintain a smooth running crew
project was disbanded”

to carry out the new policy.
the facts in this case?

higli morale in Ms crew,

2* The unit v;as to be disbanded#

3* There was

strong loyalty to him,

4* The plan was .going to be unpopular

Now he was ready to weigh and decide what action to

take* He had these
1 . He could

2* He could
not like

3, He could
crew in p

He decided cm thlie Ha

gain his objectives*,

choicesi
say nothing to the crew,

talk to the ctgvj and tell them he did
it either but it was ordersf

try and secure the cooperation of the
utting the plan into effect.

tter action because this rray he could

The crew did continue to work until

the section was disbanded™ He maintained the high morale

of thlie group* They

putting it into effect,

accepted the new plan and cooperated

in

and the agencyfs policy was carried
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Responsibi-
lity for

Improving

Need for
Cooperation
and
Continued
Effort

V/e have taken just three situations and analyzed
them in terms of this method# Practically any labor rela-
tions problem v/hich comes upx can be analyzed this way.
If you have any situations, suppose we try and apply tliis
method and see what wrould be the best action to* take.
This raethod of analysis and the principles of good job re-
lations we talked about have to be practiced constantly in
order to be effective. You cannot iImprove job relations
overnight nor can you change your ovm attitude and that of
the \mvkers within a few short days.” You, however, are the
supervisor and must I "ad the way. The primary responsibili-
ty for improving relations rests with you. By and large
th® workers will follow your lead* would suggest tliat
you supervisors arrange to meet together reg\ilarly and
discuss your problems togetlier to enable you to get some
practice* . n using this method of handling worker-supervisor
problems, if you pool your coimnon experiences and ideas, you

can be of groat help to one another. JA

For the past several days now, ME have talked
stantly about labor relations problems* We have
about your place in the organization, your response

as a supervisor, the importance of good relationB
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workers, the absolute necessity for racial tolerance. We
have tried to analyze those conditions in the center which
affect labor relations problems and VFich you must alv/ays
keep in mind in any situation# We have talked about the
basic principles of good job relations and about a method
of handling job relations problems* tfe have covered a lot
of ground in the last few days. We do not expect that as

a result of these few liouirs of discussion, our labor rela-
tions problems will automatically disappear* This is a job
wilich takes tine, constant attention ajid cooperation from,
everyone concerned% Unless you truly vmnt to improve your
relations with your workers, no procedure or technique

Kirill help you. We believe that each of you is genuinely-
interested in problems of the evacuees end of the opera-
tion of these centers, or you would not be vrith WRA,. We
hope that these discussions have been helpful. We hope
tliat you will continue sucli meetings and discussions among
yourselves. Furthermore, we hope that you will help the
Administration by giving us tha benefit of your experiences

and your thoughts on tiiis problem.



