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A lge section of human relations literature is concerned with the

caac(pt and iachanics of industrial democracy, The hwman relationis apprc,'Th

to industrial denocracy, howver, has been viewed both as a threat to the

trad±ticnal trade union approach to dmracy and as a scentific affirna-.

tion of the coUective bargaining and grievance machinery. The purpose of

this article is to amine the ideas in hn relatios regarding leadership,

participatier management and orgazniation tbhory as related to the ideology

and praetices of trade unionism. In additio the trade unio concept of

mature industrial goverment wif be related to the concepts of h

relations.

I. Group Centered LedIsh"
luman relations research support the proposition that leadership gtyle

is a key variable in morale, in atisfaotory relations with employees, and,

perhaps, in productive output. Iereverx rsearchs evidence ndates that

a "democratic," "permisdive," Remploree.owiented," "group..centered" style of

leadership is superior to an authoritarian, task-oriented style1 Wten human

relationists elaborate on what i meant as group-centered leadership, while

cog autocratic leadership, it vould appear that employees are offered

ideal supervision with which no uniost could fn fault.2 There are,

however, tswo aspects of han reotions leaesip theory to which Om may

objects the clinical approach to leadership and the role of the foremn as

leader of the eployees.

le The olinl¢al appoachto leaders!hi:p Iman relations is strongly lunced

by clinical paychology ard pyehiatryt a conequently the couch-side
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the eirtionally disturbed,, the avoral and the anti-social ia 5soXrtiDs1C

recomnded as the desirable superriaory style in the treatment of employees?3

Human relations research indicates that confused and conflcting motivation

at the subconecious level attitude towards autholity, stereotyped thinki.g,
non-rational aggressiveness -- Are major causes of employee dissatisfaction.

(Most human relaticnists concede that there are other oauses for dissatis-

faction and do not suggest that clinicOal treatnt should replace union

representation.) The clinical approach reo Mnends that supervision receive

leadersaip training -hch is light wight t py in itself thereby

reducing employee dissatisfaction caused'by the prvisor.I personalit

conflieta that he may treat the sbconscious roots to emploe disatis-

faction. Assuming for the mcwent tbat humn relatin ng acc lih

this, the question arises as to the propriety of the supervisor attempting it.

For exaMle one author advises that all problems confrntig the

supervisor should be treated clinicaUy; that ia: do not confront,, accu1s
or blar, but help the employe see for hLoself his nom-ratiomal, subconscicus

motivations which tend to lead to faulty perceptiaa and blocked conmmca-

tions. It is held that employees (pationts) are threaeLned and become

excessively defensive wen told anVthing in a forthright n r* Henceq
the correct supervisozy style is to rephrase the statement. of msploye

as qumstion in the style of Rogerian centered hrapy.s Te clincal

approach to problem solving is corect anly in those instances where the basis

of employee dissatisfaction is purely emotional. Thee are cases of conflict

owr conscious, I understood issuese There are cases where the employee

would have greater respect for the supervisor atho shoed some himan emotion

himself tead of assuming the councilor's professio pose. (e ame



- 3 so

applies for the clinical approaoh to the teacheresetudent, peitchild,

hubandwwife relationhip.) If indutrial is to have aidn

there mut be an ality in the foren-em,lovee relatioship that does

not eisat in the d -pat4ent relationship. Athough cmtered

ther ie at establishing an equality bet client" (patient

and "clor" td) the fact srw tt it is the patenit vho reeds

help and the doctor *io is the . eg peisdve and nonwdicve,,
in the clinical sens is not the ma as being deamoorat&c in any elat4.n

ship bet menimatiwe adultes N al, wtd qees wif rsnt

the concesoOftgoof t oach to leadership.

The story is told of ane iho Arporte to his formas, vith

loom anger, that be failed to ullkeoizot" on the inentive rat as a result

of faulty t. h fored in tt cnicaa a r ad

the oplaint as a question. becam truly. ar t

the fo as inability to ow j n sh gUsh.7

Thoums Gordon, In disousn Umdt.s o the are rwofok fredm,

ue the of toilet-Ia'inlng In the par;r id elatioship.

Restricton of the childis area of freedm Is for the p nt' se, not

the chId's and it can be a harful to the c i Gordon

advises parents to genuinely a t thehiluta abt. and

child idfl eventually train _i i wth ps ooi rons.

Although canoding that di t p'rops wmt bave difterent i on

fredom Gordn res to a to the broad area of

traing*8
To p the anao further, ther may be arg nt tht t

corstraints or stral dpi are ioed for the b fit of winmg-

ent, not work groups and it may be that these constraints are psychologicoaly
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harmful. Unlike toilet-training, hcweverp it is doubtful that work groups

would leasm the habits of industrial disciplin by tbeiilve if supervisors

wore "patient, loving, and affectiate 'Th parental viewpoint on toilet-

traig has fairly wide acoeptns (opt infats and analorieted

psychiatrista) whereas the a t viepoit o disipline doea not have

as nsiw support. Ther are scoefli eason uhy a child will

toLlet train himself that do not a .to'intil disciplin. App$ig
pasyhological dicta in parent-chd el*tons to faloye rlatios

my not contribute to good Induatrial relations.

Hman rvlatonists point out that noO can bec a tr l ot a

group bdount first Wai g Ofegrup. . nicl

a~epZ"oaccom that the tberap bo of 'te hop" i order to

become the 'ader for the purpose of raticing Go taerag. jor

problea i oetry seriorsbordit reation i. human relatios ob ,

is o-rattonal hoatlity towdsas from ood a=bivalsnqe

towards pauthty that relatioAng hs d

-tbe rvsor' s sadistic Jo or guilt t hIiag atorit it

is recmientied tbat foremen " of t wrk I ardw to

treat the group's irrati hostli autty. Su tic

be for the treabtut of del or those who volbtarily submit

to t py, but it mc of m pation when a ed to work groups.

It is no doubt true that subcoious, - onal ambivalent attitudes

toward autiority st amng los but aur to point out otber sourees

of hostility leaves the lit that no-rtional hostiUity is the mjor

problez. The author's point- of view is that there a bet and ught to be,
a conscious, reasoned, and copo d hostility towards authority, no matter

how democatic or just the authority ay be. A authoritys parental, teacher,



non,, and iunagerial, has a prpensity to tr and oczrruptim against

which subordintes must guard. The is nothig vrg with l4cial treat.

mat of subcoscious confusion o tr titudes toward authority, but it is

a mistake to think that t cli al pproach to s Ipwll ro all

hostility towrd authority or that the foren hould be giving the tr1t-t

zent. A prop union function i to prote a hthy hostlity toard

managerial authority.

Huwan relatiolsts also point out that to be a leader reqiXes acce

tanoe of group In the the therapist frst accepts

the norms of the delinut i , or neUrotiM in order to bee

grou >leader for the purpose of changing the group anas syipa-

thetic a understanding. the tricks the patients into oring

"resistane to chage" that hsmay bl im "at a hherWl of

atrt*y.; @which are "oe in kwith the soci ervironMant."

Whil, the anti-social and the -o ga1y coetent may be fair

game for this type of group it is insiious Maniplation h appid

to lndustrial situation.. Nangmen do not represent a hiher l

Of mtwity and are not by ety the on3y vald now.

"Resistance to c e" in the c ca1lesecag subt2ou in maung

when applied to pocton noms ed t.cmlgCal canage. ooma6r

is arct in ( ig the linical apch to s ry adership

as the art of seduction and as brm ig Of cape adiees.

2. role of the foreman within thbe WorkHmn relati lUterature

offers s viepoints on the'r.tlmaof the forman to his subdinatees

som of which threaten and ax p the u viepoint. At om

is the traditional magnt viepint, co_ned by mosth rebonista,

which holds that the forem should be a cmpletely task-oriented, autocratic
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management rpresentat±ve who is fma official, givs O*rs thr

ietnents ds not le wit the r In sob a relatioshiWp

the g wou q an informsl ld, puep or shop d

throuh which to co ia to the foremen. 3 uninits prefer thi

style of f16 edaP because it mea o3at iwo i for a ad

who is for the wrkers t.ooot t, osi ther of

a superiarwod±nate relat g y df t p s, ests
that it is a matural h eic la

Othr hn rel ist,t, describe ts 'hdiii" ratber

than lmdea PraM thder b tions they o d that ldWpd

through the csen_tt of the group it for ame effectiwe th w

is Imposed on theo by extd-iRi luthoritye24 1ao Ih

relatiorists go to other rte aOm--- that tfs becam

the udisputed leder of the gro. Ther e twvaratis to this voww

the first being thl Mayo view that ww*rs wrein need

Ofstl Urlmadp ana t _ the oti eite to

ead wwcigrs viw properm, at d as ut a

laded with value d en .tbOuh the Ns" viw on tfp

_^i, in e|h_Is nolre eto nmost s0~8oc.,e c~n* iAI,.h

relations r:eeroh for th re of aaqr t th i i for thX

s ipof tn w.ore-s.,

A s aU e u bo rop In

order to be lders is that the oh abdia xfu w

1,6'ranks and beome a workFer. km the sal oah b"to inz the

group,' tiAs view that no

spout aste n rea1 b Oe of the s s l8 as he h A

positimn of authority. ot bmstz om* -a z of a grovp
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without simewely accepting lte norms of the p Since porsozull spe lts

have lorg been aware of the marginAl position of the foremn as "=w e0MInt's

poor relati ," he forml recospdoxi of fein as aldustrial.c.o01miht

solie 7problezas. The foremn-3euhr as a r of the work grop rathr

than as a zm~nageant reprsentative would be ofaibl with old l rasft

onsiOD such as th pographo ad paperakers, we -the is a truaiticr

Of the foreman beg both gaxleacd an a mi an.

*~~~~~~~~a -f t h n .-A mie of the road positi l thr

Asanaentsrpentiv the foA a em'is e dhpan is task-r

or i-nted but trai.d In relat l rie to rstand t

groupt's orms attept to be to apak in balf of his

rou Xtohia eVen ltA a r that he amrbe fuly

acoeped: to.p and VWh. bun lat

groups h tw a and ow 8pesap"*k oriented -

beauoe it to a per of lity tob lad -i both*iore

mi.|neo39y.1? Such a vi"poft "it Me for a hPs a

other iraforl loader Ibo is a legitimte *e of'the gro sto a

n.,~~~~~~~~~~~~~~~~~~~~~~~

poemtd spe ls. in personal pc*rls.

1. Definitions Participative mag ,as gnralud in h r tion

litA e, ntur a decisions t tre

athority Of the MimediAte eor ver to s ate t rop

decision akdng.8 Furtbr, it iathat te ser i c

directiv, and permissive in the co1dect of decision-smkd.ng etings. Until

such tur as uiates a h a a qual o is participatngl in problem
solving, his function is to sta the pocy prb , t the "area of

freedo" which he is tuwn3zg over to the and to rv expert



supp1lying toe)I.C1inforzaation. Tbh. suervisor does not "a iu1"With

his vorkers or secure their "crsrtb;ty t.1Ihim. The f ramamon makes

day.-to-day routi decisions wi t.he framwk of policy, ed, of

Mecssity,m deision itr -a arise, but 3wrt o

has ahiewd aolf-go wt the win cl their aim meetivs a4foros

their policy. Fi1lly, particpati m _IMnt aBsvw that, through a

dmocratic leadership style togetber with the therapeutic natur of grop

deocisionmakdng, the work grou 4il beo3 eoia involvwd I a

wpects of the vork situation ieh dirtl affe"t the .

2. s.f_as__iI h logic of modern

industrial tecbndque makes )vwrw Into ctons. me a-

that rs hav been deprived of the for self.4essimn In

nzan-ingfu work -dates the lBn reti ov t. reltio

re h seem to cate that akr irs a grter o in p i

their wok; that creative work is necsary to nl health, IK that work

are caable of visponsibl as b and isd. Feit

is teldhat a risg of Uvrrl and rater eo e rity k

it posle for wo rs to bwca oe with

through tir wok.9 Rhwan stast mm's In partidpate wiegsmmnt,

wrkers rem collective ontol of their jobs and, in ao doi, r

eelfeMa sioMn dignity, and tuA.2

TL'&(humionists while ag g that aot wrk arra wtsahZl8

ami igzioble,ohage that huan reUtions shop d cy is a shoddy trick to

makeeaploesenterprie conscious Accordnglry, uionists predict- that

theshop comdttees will not generate much e UtsaU or ego involvewent in

the solution of problem that rightfully belog to manageamt. *wokers are



notoriou for their interest in their own problem lack of athusam

for proble tat do nrit relate dit3y to their own partoilar Snter.st1e,

Upon anayi there is no oonfliat bstimarn tbese two viewpoizts. The

ii dcage caf prootinWg4e1atrprim i s throg w relatioris

tehique apELie only to those rms tjft attempt to ab thetb y

Thiinnrel"at4on research, suppartliag tie Umiocua viv, iridicate.e that workers

vii rot beoc enterprise eo ou. W s are job oslous a tle

objective of h relatI p oy £ to pemit Wrk sor a to make

doiuicns about those job probl that e of vital interest to them.

The real ais and it is an otmihiwr broad is job aouious

aiA at what points doe It touch o tri cosiouias. T s

is aroe ove the aon's rol* in ta usrat of Job valuatim and

wfltVyi s. Bose unions prefer a e pstoltion. in eof

WAe samditraUmtion, mn to the'p t of "UAp g jointwn gmp I

decisions b the workers, while u stke the wfroe of critic,

ch a a deciIdssl o mge osg toM8 to be ambivalent

as to ^aea of worker job inte"# arupig at us tie of the g t

FStO(&tlVe cusade that job Intwrst was Ivolved in e y m decisin

M r ar a offed te mploy progativso that equloys job

lntesat In l td and n . rloists that r a

als upiiosof *ifon dam _rs pas sirie s 3w tbiz

suspicion reasonable - arid a&lut tojd caCa isn of thi most d icult

prob in participative Mmn t. T x of job nos may be

deAterJaied by the wokt the-mseves.
Coe ed to the econciu isau is the mo ti-

vation db&tA.23 P ap hu eaonovraethir. ca in Initial
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observations on w^orker motivation, but it in true that wtorkers are motivated

by good supervision, a cohesive work gro, ad participative ma ent as

weU as by money. It is probably true that workers sorxtim ask for more

omoy mhen they ae unable to the non-monstary issues that caue job

dissatisfation. Accordingly, onints have charged that huan relation' is

an attempt to get emoloyees to wok harder without fi reward. In

mading their ca onists paint a piotwr of the worker as a man

in a simle br-seller rel p- a priae fw a quantity of wk

d3ivered. In a prvious er,tr, hosts denu-ce d the oamiodity

concept of labor, and in their i for the alure of tive

systess took a position on th issue sIm to tha opraesn day h

relationits . mn relationiats, tod, take no l eior sition

as mativation to work while trade in t are notw3ous for teirp

in arguets.

3* Area of freedm: As i c din te defointion above particpative

managemintis liidted to the area of t rvisorts authority -w hio Is

caled the area of freedome The foemmn camot give to his work p decision-

mking uthoit ab he hMEr d n post -. dp d o be

umade a mkery sipy reduto the foa'm s authority.( authoarm

en. an beloe in a university a the cltrolover

academic affairs although everyit issue us ruld by the proient to

be an "admitrative affair" wadus the ore settled by the president.) In

the abueme of wnon pow to negotiate ara Of freedom participaUve

nagemnt could be as ipon "a i ude g nt in wot universities.

It is proper, therefore, to ask for i ation when it is astted that the

area of freedom is ted by ca ex policy" or that it is the area "defined



- n. m

by sanaseiMpl.'s24 Other authorities t the ara of freedom to extent*

that workers "mdetand and identify with st al gol.sn25 .

discussed in th proceeding section, rks are not going to be* edtpris

conscioWand such a requireirt w=U sverLy t the ar of.

A distin&ctin must be made bewen ws rela±i thoyadnaagI~Nt

practice. Euw0n relationists roac ths industa istsi who suger coat

thir autocry with the r participative managemet. Il91uisa relations the

qvsstioms the desirabilty of higY centralised a t4 airt tt ther

are good organisational for pendtting mor decision mking at th

lower level Of gemnt. Fraia the relation viewpoint the a of

freedom s b Ubeibealy fnd

AclmoWledgent of .ny l t to th area of freedom, h ,my cause

sowe to conclude that participative is not ge do y. In

reply, it my be said that aside frm the fact that democracy doe t

group decisions to govrn those who are t a of te grop the ea of

freedm in lited by the provincal i-terets of jo consciou workers.

anioistsa t logi yt tht s n the area of freedao prows

the InI rit of participatimw the Sam arguing that

Job ln is so that are not intereted in part4ip e

Iger.nt. Thwe in an area of job tet, though dfficult to define, in

whih grop wi1 h a deire for gwnt ithout that area

expanding into c lt gropao in an rganizatioal aarchy .The

poblem bis not the ambition of work group for cpto autonmy, but the

desire of authitarian to strict the ares of freedm to a dgree

that is greater than necssary for effective anag_ nt.

froponents of participative n t list the on agreement itself

asal t to the area of freedo. Clearly, thework group maynotk
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decisions on such matters as senority or job rates which area to

general policy as st forth in Ocontract, but the roup may =ak decisis

whicbadjust couract provisom to local ao tions. Just s partpat

IaIIIt thra1tw authritaria n it my also threaten authoritarian

mio --ades. tl to an axu4ziatioa of the depo.g

of op au and w autm that i@ possIble iblloA at th s

thin mot the a we of the 4p. QOlats raed as to

the b inte of coactse ih intrl utot thban of tam

imion offiers will be w aW-tit a mad wlod

by those intweted in mim dmraq. On the othr hands NMnt ma

the id ot partii m t a deice toc t contract ad

to .nowae U107 to bo IILz-u-n 3 p. nio have case

to guaarndagainst such oLteidatoo ta

4. Is That brah o

human rtp reO w dvotd to ie t poi8 pls pet gm a

the onfliot VW= Idivd goas and po g pawt1s4y sub-

conscious, nan-ratil ItndiVid als which entgoV c deo

of the tbeoa..iol frf for l tc t e r

this rseerch. Faiir. to jc t s Lbity of colitg be p

goae ndth goals of the ar.iaia ue,leaves oewith aiwsin

t'hat by resaving t l an agidpwcble of ddul pt& ve

MWMI~t cretes a chedveso 8 UIth high a1a.2? Not al b

re>t4o t are gui:ty of ittg osd ti o int

r niti co t, r and at ta e ed with the

resolUton of type df c-Mliots.

agn the is beam$ a tr of dgr Solo hisa

that o cohedvenes i the :asi of ion sodaity ard aes f
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basic con.li.ct between e'q)Io/ee and c ul,r inutraosts uihi.h mr always present.29
flur.n relationists concede this poixt,, but reply that there are azeai of parallel

interests which unilnists, on occaa3io, wou2d like to play down. Participative

managew-nt does riot cme to grips with the basic conflict of uterests between

icapital" and "labor," btut is concerwd wiith tte solution of a large nubr of

disputes involvAig the area of supervisory diwretion. Both umifiiss and

human relationists will agree that most grievances are directed against the

specific acts of foremen rather than the policies of the ornZ tion.

Harold Willcsy sees a baso oomflict between administrative rAwessity

and democratic ideology sihich mot favor top management and severe:Lvy lit
30snop level democracy. The qustionl of sttes rights, local auto1ry, sovereignty,

and international law have troubled political scientists for sa time, and the

question is no easier to anwar in the field of al acy.31

fact remaina that participative nagem t may resolve two areas of conlict

inter-.peronal conflict witk&the group and group-foreman conflct. Participa-

tive mnagement cannot resolve disputes.with other work groups or vith the

organization, and the group' a freedom is in how they will adjust to managet

directives based upon administrative nicessity.

5. Befits Of iptive man to the e Unions cannot argue

against the my positive bnefits of participative management to the workers,

but to justify their suspicions of a "gift horse" they question the benefits

of the plan to management. Reviewing this line of attack, James I1orthy observes

that since critics of human relatiom cannot argue against good against the

very reforms that critics theriselves have advocated - they shift their attack

to management's motivesY32 (When human relations is coapled with the activities

of a Nathan Shefferman, however, managementle motives ;-e apt to be doubted.)

Attacking the motives of human relations critics, George Homans suggests that



they are not against the benefits of Inman relatios but are sipl3y against

Vsagonet itself.33

irst, higher,profits are listed as a benefit to m agesnt and sc

ur ista respond that this provs pa ipative ar at to be a plot to

Pt enployee to work harder for the capitast's ga Ths argmzt may be

put to test byrwaUll that miate have hld that high IN. are profit

able to the employer in ei hh quality workers, reducing tn r,

motvating work and i na Oha pnosb"Uo ae

locked upon higher wages as a apii tlck. PartAit±Y aezmt,

if 8successfuls is also profitalb it involves no mae trike ta rs

aid stat4iBs satty equiputuntp antee and rest roows, Or an effotive

grvnc pro d

Se-ond, there is we a evidenc that if work

perzutted to set their amn wta staardstput will be hihr than

in the ual case re the wokgroV p resistt standArds $at by a

ant.34 To tb. old li unio t it appear to be thoi

when es vmt13y a to output. Without gag into all

the details as to why w s b in this apparently btu M x it

is sufficient to say that work grop wil no 6tandard wich eopardises

their acrity ar 3aCOM. Th disam g sple fact is tat workers resist

tan-dard becauseaosptah booNha usuall led to st3ll higher

stad-ards. UWhn given the freedom to sat eturmarzthe work gru tudies
f;t M4 88O

how high they my go VIthout at u unt or wag

s. The grp otn that the ado level of output is h

than the traditional level. Han relatisto agree ith ninsts that

vorkers we not naturally lazy a need not be driven to work. Reticta g

tut can be as hard wk as g hard. If the foreman and t stu

-',;~rr

l ii
w
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r.n are no lar poling standards, al the el ts of gawm ipa

renoved nd oautput restriction is no any ,35 Te most ciue

as8pectof this I'anagaent trick" Is that the ion c no logr crade

against aagesntts s t shop trds.

A third benefit to n ti in reduing eqloye reitance to

tecLgoal cha 36 (We are not concerned with the ao desarno aspeoc

Of the ci no of rest to cage, d wisusd in a pvous

seotion, but with partiLcipative mg nt as a smas of pingdu l e

acoptan of changes in shop wthods.) As vith production standards, the

charg may be made that participative man znt is a derice auig workers

to act agadint their own intrests but,, fo the reasons stted above, tihe

charge is Incorrect. Par i Etik ob consiaw lmiim

accepts the right of to m iovt e but m

to negotiate concerning the ca st worr job. he right of -nnag

int 1to .ke tmcnologioul is i wii the area of o ctive

bargaing nr ith the work gro a area of f d. om job probl

frO to lcare sc a wagi-de that q m st

at the top level in c atiw bagaig but the mlt4icofot de

in the ads nt of the work oe a a n of inowti Srai a

utter of group decision at the dtp e. h ir

wil ngosabotage nnvtis if t aey given fl tmatn in ane

and are given the o t to uk. their own adjustent to the ang

Finally, participadtiv usnagem nt ob to plo bea

the Vmp solves probls bef the b m grievae. This is

lso an advntage to the work gro%ips but it takes frm the muon ts bread

buter frntion of processing iev s. Acording3y participti mnae-

nment may be conidered as a device to circent the union. Such a view harks



back to the days whe-cn coranianhs insisted that a~n ew-ployse intusit iee hio fommreri

before cellinj, his shop stewards Whie uniis nsisted that no foreman could

talk to a worker etxcept in the presence of a steward. The mrk of mature

in-dust+ial goverrment is a foren-steward relationship that raduces the

ummbar of formal grievances; that leads to settlement at the first step,

without apeal; and that anticipates problem befor they arise so that dis-

cussiorns lead to iiformal agreenmnt instead of grievances. Participative

management goes me step further to rnt the ste-ardleadr and lis work

group to make the decisions.

In brief, there is nothing sinister in participative mmnagernt Bse

that suggests the Cmin of a Brave New World. loyee Aill not oppose

their am interests, nor uwillwy eti with oaget0? bom eontented

passive. =aagemant tust be hnest siere ad cosistent or ployees wifl

reert to the ritualistic rubber stai of settled policy whle at the awe

tim sabotagg it.37

II.Hman Relations (gaiation 7er~

The problem of goup goals versu organization goals Oado lInit. o

the ear of group freedom, disussed above, makes clear that participative

mna~ement at the shop level doesm snotw e problems. T sue arises

as to lcw to represent work group na s U. beymd the ara of

freedom and by what mehani to d confliots between work grops and

betwein general policy and the policy of the wwk group. Util recently

human relations hias been primrily conierned vith the vrk group and has been

slow to wpl3y hun relations ceptSo to the relationabip betweeretheg

and the organization. While Crtiistihegx echanioalv procedural ad adminis-

trative approache to industrial denracy as the isapplication of poltical
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sciencet humn relationists have difficultgy applying psayhological socio-

logical theor to rgastio as a whole.

Although this is not the place to set forth the growing boc of orgai

sation the developed by huma relationistsa, a few proposition mst be

stated to comsider their ipliostions pon trade uionam. The relevant

popositions are:

1. The phil of partielpativ Sheoul

of mangementj that iS, d cz3atlearshi styles grop dcis making by

subowdinates within every sor's area of authit- at ry level in

the ormzation -m and fi3dt authwrity at the Iieat leeleasbe. a

relatios aroh has di vered th participati t t d

at the shop level In an authoritarian organistional avirT?8 he cage

over to dt d cracy must begi at the toop preferably vith psycho.

therap for ptt

2. Man relations theory favors a broads, t or sat4onal

with tee or four step in the hier as casted with the traditi l

long chain of c a1doapen of ontrol style of organi,aon..9 Any

in ol is in speed sad cu y in oemnicationss It is held.

3. T fe n the r setative of bis work grVoup n eting vith

his superis istead of Jut a rae snagtnt rer tive receiving

rdrs ad sUPP1yig Tmwoa. my oaXMMiaon n at aup rviasr

muthonestly and effectively et their costituents, to hi r gewit

as aefl as ent the views of their seriors to the woiers,4 In tdis mAnnr,

problems that are beyond the work group area of freedom are resolved by a

comnittee at the neAt level in nt co ittse mbers who represet

their respective wk groups. An rgaI ation is seen aa a network of over-

lapping groups rather than a praid of perior-subordinate relationships.
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Human reltios theory places a litation on this employs re nati

puns hbverby reqring that all co t be roached in a problm

solving frame of mi ratber than a repreentatives of partiu interet

49 Although the importanC of fora orgisaton is recognised hma

relatoniits strass the spontnWeit, acoiracy, and ed ino olpfo e.

Ine supervisors are enoouragsd to deal direvt ith related groups and

departn rather than going t he Ad hoacs of inteested

parties ae wgsd to resolve their i ts withe a O of g

policy but withou4 the intecs of h ewbr- ainnt.

yd s nt, hmn relati toy falters as to the a

mechanics of i-ndustrildvrin the toal OVg aton It i atw

that rr and even foreran edftt setation at top polcy making

levels in mttel's p taming to c itis a=3 Sucmes wrd

renatin group inet4np ot nateven with only thre levls ot

and al mnagrer capab of un'aadigthe viewpoint of their work

groUpS, is an inadequate por I g Sam t ypes of work gro-up ve-w

points betore top manageiu. )

Huma relationists have reviewed t aparau for ploye rpresetati

foimd in produntr Iaittes joit met. counil, forma -

tcoopration plan co- lti found w i 3

Their criticima of these chehms is ilvd to that of other labMo reltions

specialsts. 1 loye are Job co ios a ae not sted In top

level m1nagea~nt pro-blems. A a are suspicous that wCwker reresenta

tives bece too manage oriented. Joint consultation is l treated

as an appendae rather than an intregal part of the orgawdation. MLiddl

management feels that they ar beig iciw d. To t boonwiously



fears lloye rePresentation because it requires a ha i org aion,

attitudes, and ncication flow. Althouh the ac e of huma relations

philosophy may reduc these8 difficulties, it appears that shees for mp1e

representation outside of the organir*tinul tramwark do not function satis-

factorily. Scott conludes in his stuy of joint council plas that effectiw

use of orSaniational structure as envisagd in hu relations theory will

prove are workabl than eple representat shes.

Claiming that the corpoatin is more than an e c ntity

has beome a social-political uiit as1wel, n relatioists tate that

corpcatiois are in fact econmi gov. Accordingly, mre care is needed

inpning so tt the eIeutive,, legislative and jucial functiobs Of cprate

govsriwnt shouldi be separated.44 relation MocrporatO gvwwrn-

mnt is even more theotical than their work in orgsnizatim tory ho r,

and the place of workers in this gIoveInamt has not been tised.

It is clear, then, thath relation theory offers no s fo indus-

trial dem racy at the corp tio le2 as distinct from the ahop 1ve1, w -ich

cmete with collective argain nd the grievance procede. a re-

tioists conde the ned for s form of dir p e repr ta but

offer no substitute for trade S. m hiuan relationist concede that

business orgirti b their rnatwo not be authoritarian and no

sucessful substitutes to authoritaran a ati have been istrated.$

On the other hand u2ionists can find fflaw ih relati theory eve

though the propostons on organiation my inprow the eWploeraeVljW
re"lat ship. Unions, quoting h reations theory, an point out that

supervisors are not bers of the work groqp and, therefore, can neer

adequately reproent worker interests. On two-way o cations, uoniists

Can correctlx point out that foremen may carry viewpoints upward but they must
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carry orders dorsiard., The trade u ist riy louk with distruxt upon the

probl-z solving emphasis in group deci4,on raking. Political scientists have

been unable to dteriuLne when it is democratic (or vise) to be a poUtician

representg the narrow interest of camtituente and when it is more democratic

(or wias) to be a statesman rsing above partisan interests. Sin:e super-

visors cn not legitimately nt worker interest, unonits ma swpect

that problea-oriented decision g will be at the se of worker interets,,

Trade unionists belittle han relatiists for their coneern with the

psychological aspects of confict hle ignring rsi power igsais.47 The

criticism is not w1ll taken, ho becaum hman relations theory is concerned

with the locus of powver Participative annagsntand human relatins orgnS.-

ration requires a redistributics Ofp frca the top donard; the phasis

is upon shared power and authority at fom consent of the group rather

than frm naked power.

The fatal weaknes of the relations approach, however. is in the

rM r in which power is to be redistbuted. The hman relations approach

to indvstrial),6zcracy hinges upon a change in t1e attitude of top mnagewnt

which is ahieved voluntarily and with the aid of hman relations therapy. if

it is correct that pouer struggles within top management make the exacutive

suite a "snake pit," then it will be difficult to secure a voluntary redistri-

bution of power.48 iore significant, if it is correct that most man

are cheerful autocrats, sufferlng no guilt feelings, they will fght plas

for the redistribution of their powr hether it be plarz for union or human

relations democracy.49 The power of the uni., not "light vight thera;y,.I
ays Go*erg, wil bring good human relations to induatryA50 It has been

observed,, however, tat the colletive bargaining process is itself a fom

of group therapy aR well as a power struggle hFnan relations my be



- 21_

likened to Christianity in tat it Dwil1 work oy if will practice

the basic tenets of Christianity. HM-an relationint advocate oourerior

through therapy wbile trade uniists favr countervaiing .

Finally, uniostsi may be owy of hun relations style industrial dem

cracy because of the labor moveents untappM experiences with earlier she

for equal citise p trough utpl aarhy. From 1837 to 1862 the labor

movemet was strongly influenced by the Asomiationists who unsuccessfully

endeavored to establish utopian alist cties. Fourieriuiw remark-

ably sdMilar to resent-day huma relations in its belief in the inherent

goodness of man if placed In the rit envrn t; in the belief that

cooperation and efficiency will be attained if "itincts and 'pagsions"

are given free play (m umaII relatio 2sts urge uninhibited exot4oal

expression as a marn of achievngo cohesion); and in the elief tht

prodmctivity would increae if the creative utob Nof workers wae not

stifled by apervision.l

Durw the 1860's and 1870's the onon e devoted h f its

energies to th *stablshment Of ops -p ro

oooperatis.5 Idalits forea t day when the econmy wold be rsde up

of syndicatea of wor cd d aged idustries. be rea fa g

te self-governing worksop Ar In ways siilar to the Idealim fomd

in hum relations cowcepts of i1taI admrI .Alof these s_hem

failed. Failure was due to the hrtoAs f h nature ad the
unriendliness of our acquisitive cultural enviraIIt. to utopa schems,

as wall as to the lck of capitl. A w ist ofall pln for utopian

anarchy is that they tfal to l*in how rn of good will. who agree o

comm goals will coordinate their activities in the absence of an a-ditra_

tive authoit.3 Nat failure, hover, is not an arg t agnt fresh
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attempts to aohieve success and perhaps t hu relations aproach to

leadership, groups, and organization - the psychotherapy approach to good

will - i modi rresponsible lndividualism groupisrs, and nat4onaliam,

Neerthelesss the experience of the labor aw t entis uIrits to be

skptical.

1V. Nlature ndustrial Goverunment and -Ein eatonse oio

While human rolationst worked on deratia crgadsatLon theory, wias

have devloped a system of indutrial g r that meta the requfrennts

of hman relation theory In r q. Colle ve bargaig is job

ariented s t idngi dich rs c oe nLnteret; takela r

poBiay matters drectly to the p without g g trough tho rgnati

hi1arcbyj and legitimte raprs of the workers Join with tg

in eistablishing the oganiation's labor pooiy. Collective bargaiing both

deals with poUcy beyond the work oup' of freedc and, in staing

gneral policy, is a t o .the are of work Pop freedom. Collctive

bargainin is the legislative Of iutial< vO n The grievance

mabin is the emecutive branch of in garbitratio its

judiclci brand

Although it i not the prpos o this article to tae up the oriticims

and suggeestons of hman relatiists regarding collotive bariini and the

grieanro e,, it should be noted tMt the devlopmnt of mature inds-

trial g ant coiides with the h relations approachO5 BolU bor

and gaemnt representative.; caa to nd and appreciste each otbers

problems -they learn to 1isten ad rnot th in stereotypse. Negotiating

session become mr problem oriented, wth liss powr conflict, when mions

and mangemnt o longer see each other as a mortal threat to smrvival. Ther

is a decline in the rnber and duration of strikes; staged conflict at the
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bargaining table is called eereonial or on drama; vbile mnio Woatory

and cartoons against capitalist exploitwer arereferred to as uio folklo e.

Reld informality replaces correct., "arms Iale bari . The

mature trial government beonmes leBs legalistie and deends omre upon

mutual good will. UionLedrn dobro- coernd with the problem of th

industry in spite of their dis img e rse coaiouness kiie and

angemnt reprentatives have bee= e the difference betwoe stated

grievances - ad violation of contract and the o al aspect.

of grievances long before thee was a hbumn relations hpoach. F1bility

arid informai-ty are indicated oy studies shoving that indust abds with

shop levl agreents made by for n stewrd and vo group th are in

Vio3at4m to the strict terms ote On ut. le m relation

strese the virtesa of group norms la slim, mature trial gov -

ut sressed the oimt Of abop tito isrial c 3w In

brief, mature indu lg t a tobein h ith c p

of hiaunSrelatisu.

Sinc m relos pl y i iar to that of Job o ios

unionim when mature industrialgt is achieved, it would seet that

trade ioists should be enthusiastic s ova-rs of hmun relatio in

unionized Industry. Such is not the case- mh to the dildll nt of

aDhman relattonista.!; In addilni to the unon ob3ectiorm already

eamined, s unists hold that a bac por t goes bten

onions and aget fies any gin to be a in practicinggood

huan relations.5T Not on3ly dos this ta#temnt contradict the mD view that

muion potr is necessar to W n reti but human relati Dst deny

the wgeo. The histry uinage t relations demn8strates that the

power struggle subsides when mg mnt g ily a pts the nion and mature
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ilndastrial goverletdvelops. rt is interesting that unions ep ed the

same view point at a haen ants-mmion A auedte-

ment of havlng an unlindted thirst for powr.

Uionists may also feel tbreatened byh relatiom whn it is miggsstd

that industri draeracy is possible without onioranim5 or that hmn relZatLw

deocayill make union l Some argua that whle union powir my

be scesary to reach ind I demracy, the union is u=necessary on e

psyohologLoal cultural bass for docracy is achieved. Othr hum

relatimists argue that without th* pow of lautomos tad sm i

trial demcracy rests upon th good vif of the ,,ad as suh, is

sophiStioated paternaum.8 e p stic societ requires iffused oeoters

ot power. On the other hand, sac ts c i ial relations eOpess

fear that rrturei rial goeit i bome ui nageat paternui

but suh fears are not the conern of trade unioaim.

Unionist also point out that w indust gcrat differ f

huun relati democracy In the corof fcmr with 5tfar o -etition"

wiihin the entire industry. i as inotitutioa secking to stablie l

Ignt coditi vs ithin thei oppose local wnon agreen.ts which ar

either abov or below union scale (ecept umder ial ciroances).

Scanlon Plan or LIncoln Blactric Plan my to ne g ofrs b

the itertl uni tearts at ifrult every work gr in the

ind bet so0Motovly ilved gielfexpression through prter

outpu.§ HRIn relatiniss have not onoerned thealves vith the unica

functiom of brining s order - a eeomon l into those indvstris

m alte tive is not disiplne o healthy oampetitin but ca

plan by rackete .

The ral threat han relations to trad. unionis i reveald when

trade uonists a enge the entire theoretical foundatios of hun relatio .



It is suggested that human relations research in inconclusive if not coWletel

in error and, acordingly, none of the theory or reconandatiors follaw. It

is sit-gested that authoritarin managernt is both more efficient and necesvary

to national welfare, and the c goludon follows that militant monim wiL be

farever necessary to combat tie i?smrality of authitarian1imA6 Thi line

of reasoning is thB aoe surprisin -wh it Is recalled that the usua trade

unon position holds that autocracy eenders apathy and rebellion leading to

inefficiency in the long run,wilends dor is both waX and

effiaient in the long run. The root of theproblemi thatJoc cUS

imionism would prefer to be the rr oib1. cmpi of worker selfinterest

and this i. only possible if mat resists the union, dmani efficieny

from workers, "anretions dmoway is in har with t wok oups'

desire for self-determirtion but huan relatios asks the wok powr to exsro5as

a self-restraint in tho Interest of the.gnea velfae of the typ British unon

under the our Ooverzmnt found ard to e .

Human relationistses lAin the ck of uno enthusiasm by obervixg uno

have a histoy of warf and are i itutia oriented to onflit. Herbert

Thelen ccmts that the end of conflict causes tit anthe

need for new goals, and new outlets for aggmssicn.61lliot Jaqiis reports

that ulon leaders feel imomfortable when not ffhtg mna t because

industrial conflict is a oially d *pof agpesaio uhi*h they personal

enjoy; coflict: gives status to earw re w es beoa apathetic durin
tums of peace; and conflict increased persal seurity where cooperation with

itn lead to guilt feelirgs.62 Continuin,, Jaques thearis that unions

need an lnstitutionalised "bad gu" as an outlet for sadistic impules, to

esape personal guilt feelings by ha the eney, to promote a c de-in-ar

feeling, and to cause 11br to overlook internal Stresseew63

so 25-~
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Actually, unions are abivant toward both humn relations and to mature

industArial goverrmentt Unionists have been fond of sayig tbt onagmnt gets

-the type of unionia mnetent deserves; and now unions are not ure they

want to be the type of 'miorn deserved by a managemnt whch practices good

human relations. It apears that under mature industrial gvermnt unions

vill cont to esmroise a police fupation and may ass omewelfae ftActi*s

but vifl lose their d c qalities and rusading seal. Unionists d the-

selvos in an uncomfortable pitionsmto that of co al nationalit

uho havre von their independence, no og r have a "bad guy" on which to blam

their countryta ills and find it difficult to 'sthe resp osities tbey

fought so hard to win. In both cases, the trantion period will be difficult.

Although the point has been ude eng the paralllsm bet n

relations conoepts of i trial d racy d that of matw industrialg

int thre are differencee that should be noted. The diffeence was clearly

brought out by Bilery Harquard in a lecture on industrl relations under the

British lbor goerrRent64 With full loyment, coupre sve ocial security,

the industrial go n t establihed by the unions, joint labor-magaig nt

councls and nationalized industryt workers thougt that the zilliiia had

arrived. Although their gains ware mbstant4l, they wre disillusioned to

find their job vas no more intereting, ned, callenh thn befor.

In spite of the revolution that had been wought, thoy had t same old inter-

persoal abbles the foremn was the sa boss, and'national planing

board bureaucracy inposed on top of a crporate bureaucracy madee center of

docision making more remote fru the work eroup intead of iuprovinj the q ty

of the bMouau y. gers of matLonalised indutries had the sm production

minded, tads orientAticm as the oapitalistio managerso Since ths causes of
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this disillusio=m nt are the subject of humn relatios research there is in

&nglad new interest in huan relations.

£Zept under ideal circumstnoes mature industrial government tends to

emphasise the admistrative and legal aspects of decision making rather than

the soc:icpsychological aspects. Full participation of the work group is only

partly encouraged because the position of the unzon bureau:ecy is enhanced if

workers beoou de t upon the services of the cmio fficers. While the

contribut4on of collctive barga g and the grievance machinery to industrial

demooracy cannot be depreciated, the corporat organisatloal struture remai

authoritarian. Inter-group conflct, personality tisus, and subconsious

motivation tend to be played down or translated into labor-anagewnt conflct

simply because this is the tZpe of confct union are ared to hae.

human relations research revalsA that a largea of ustrial conflict

is actually a part of the t between age groups, between the sews,

skilled vs. Makillod, ihite collar vs. blue collar, line vs. staff, might

shift vs. day shift, high seniority morkers vs. low seniority vorkers, and

more kirds of inter-group cornliot.6 Of ncessity non t deal with

thee feuds but sinc they do not to- se inter-group confUit,
industrial go nent neglects these issesi. V r 4ore o es that labor-

conflct characterises only one stage of indurial deelopmnt; that

the chiy of coletivs bergaSiftLng tures one type of conflct only to

ignre a large area of unstructured confot; and concluds that over-siplfed,
stereotyped notions of industrial conft do not tend to clarity ievues.6

Where mature industrial goerant exists, it is possible that unions may

become interested in hman relton as a mion functioni. For itance, proble
of mntal health in industry are eispectod to be vast and as yet uncharted.

Management is reluctant to attack these probloms alone for fear of charges of
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paternalisti, "playlng God," and invasion of privac,,. Mental health in industry

may beomne a concern of unionism or an area of union-management cooperation.67

A iisntal health approach to industrial deuocralcy cmbines industrial govern-

mnt with hu relations.

In speculating on the future of unionisi uwder the relatively static

conditions of mature industrial government sm labor relations specialists

suggest that there may be a trend toward "1ylift unionirRa." The older notion

of uplift unwonim may be broadened to include treatmaent of the above listed

type of conflict by union., mwber-centered councilers. Old union warriors my

be horrified by this trend toward middle-class respectability just as they

resent union participation in the eommunity chasts school board, a scholar-

ship awards.

V. Sury,

1. It is concluded that sone of the implications of the clnical approach

to sperviscry leadership may be considered either condescending or manipulati.

Permissive leadership is a "democratic style," using democratic as an adjective,

but it is not to be onfused with the noun "industrial demoracy." Unions have

cause to obJect to both the implications of and mis-labeling of the clinical

approach to leadership.

On the other hand, the clinical approach has an honest concern with the

non-rational8 the subconscious, stereotyped thinking, ambivalence tovwXar

authority, and other personality problems that are at the root of much industrial

conflict. Unions may feel threatened by research in this area because it deals

with tle source of vvrker dissatisfaction that unions are poorly equipped to

handle, and furthermore, it detracts from the central union themo of loyee-

employer conflict. Gomberg observes that union loaders are acute in deteoting

the psychological. mak points of msnagasnt but rould*erert any probing of their
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oin psyche. Once again,, however, uniorm may question the propriety of the

supervisor playing therapist.

2. The leadership role of the fe=an is not a serios threat to uonism

for human relationiste belieYe that a true leader must be a -b Of the group,

and aocept group norms. If t forewn Joins the work group and the union, or

if the fwreman shares leadership with the union steward, the uion has no probl

If, on the other hand, the foren ies the trusts and killsofdenorat

leader while r ing as managmentts representatives, he my putt the unon

in a diftioult position. Even tZough he can never be a truleader, he compet
with the a d for the loyalty of the work group. Tho uions that demani

the undivided loyalty of workers prefer not to share leadership. iore iportant,

it is difficuat to be tant against a "nice guy." Those who prefer aggressve

umioim also prefer the t tonal fwomn who Is an autocrat t

requires a villan.

3. Son an relationists se in their view of indstrial democracy a

now society based upon a notion of utopian anarchy of osive work groups

whose internalized goals and elfdiscipline will permit coordination of

activities with rinum of orgazition aut ty. Union leaders and manage-

ment alike sireject thisreo f piein the sky. The fact ot the matter

is that the;i apathy of wrkers,i lntwwroup conflict, administrative tives,

and the requiremnts of Ovrall pocy p ese lmits an participative

management and/a decentralzeds, loose* informal organizat4on structure. Huwi

relations has a contributi to ke In this rea, but it meely suggests

maification of the existing manage^nt structure rather than precipitating a

revolution. An exainatioan at human relation theory of participative marage-

ment at the shop level coupled with arganization theory reveas no anti-union

plot. Participative g nt is not against the workers' best interest, not
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manipulative, and 1Ill not cause w-orkers to becom mnagezecnt oriented0 On

the contrary, participative r.anagament offers many positive bnelits to workers.

Human relations organization theory is also favorable to worker interests, as

far as it goes, but does not provide satisfactory employee representation in

the determination of over-all, orgaization-wide labor policy. Partioipative

management is lited by the >nea of freedora possible at the shop level, and

human relations organization theory offers no substitute for collective bargaining.

On the contrary, human relations concepts are in harmony with mature industrial

government.
1.

4. Anti-union corporations may use human relations concepts to head off

union organization. To be effective, hwever, such a mmagemnt must be absolutely

sincere and honest in its leadership style, participative mnagement, and organi-

zatioal structure. Phoney demtocracy will not work., for emoloyees will know

the difference. Human relations concepts do not allow for autocracy in attitude

or in organization structure. Human relations concepts will not bear fruit

under conditions where management arbitrarily and unilaterally varys or lImts

democratic decision making. William Gomberg states that unions oppose the kind

of human relation that would create good serf-lord relations. lost human

relationists today would agree.

It s possib, however, for a cspany to replace traditional authoritarian

management philosophy vith an honest application of human relations ohilosophy

for the ourpose of rmaking unionism less attractive to its employees. As teecmo-

logyical change brings about an occupational shift away from jobs in direct

production and toward technicalstaff and service jobs, worker psychology will

shift from a "shop mentality" to a "1ihte collar mentality." The "white collar

inntality" tends to be anti-inion. and if corporations offar these woVrkers

genuine Ldsrt l demcracy hzw-sn^ relations plus some form of employe
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-aprese*nnati'on p-in -the otratde ion w;-oJt ifl ha-ve a tldij2ficuit tine

organiir;g these wYTorker. Unionists hzavo cause to do-ubt, a-.ent's -otives

in the &kopUcation of human relations.

> Itlost employers are not apt to voluntarilv practice sincere htiian

relations asnd union power is therefore stil necessary to end ind'utrial auto-

cracy. Ln addition, h-Yian relationists hold that autonomous ionism is

necessary to industrlal democrazy in order to achieve a balance of power and

to avoid paternalisi.e Unionists would go further to state that the union has

an economic function in iaintaig industry-wide standards that is ignored by

human relationists. Human relations, then, holds no serious threat to the

existence of unions

The develop-inent of mmature industrial government, which some specialists

consider a logical trend in union-managem£ent relationr is very similar in

nature to the human relations concept.of industrial deimocracy, Whereas the

notLon of ind-ustrial govermuent is largel;y based upon lind-ustrial jurispru&nce,"

while human relations stre8ses therapy, leadership style, and group norms, it

appears elemnts of the latter are also present in mature industrial goverrient.

The real issuae arises ovear the union function under ir-dustrial goverment -

whether mature industr"il government is achieved thoauh union power or by

therapy. Unions are reluctant to tive up militant,, crwading traditionm to

assum a new role. Hiuman relations offers unions a nc-w functior utdch w-rTouCd

cordbirne the legal and psychologi1cal approacieO to democracy. Yet it will be

hard for the charisatic-Le -on leader to become clinically oriented.
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