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which I delivered before the Seventh Annual Conference (;f
the International Y. M. C. A, held at Silver‘\Bay in August
of last year . . . You will note the subject is “New
Policies for Modern Conditions.” . . ’
Under Separate ‘Cover I am also sending you an artigle re-
printed from the Railway Age, entitled  “The En;ployee
Morale Problen%o'f Our Railroads,” by O. S. Beyer, Jr, and
an address delivered by myself entitled “Cooperation—Or-
ganized Railroad Labor’s Contribution.” .
" Trusting that this will give you a comprehensive idea. of
the advanced position of our Organization, I remain with best
wishes : !
Very truly ,‘;rours, B
(signed) William "H. Johnston,
International President.

The two printed speeches and the article referred

to deal comprehensively with results from the union-

management cool')erative‘plau inaugurated in Febru-
ary, 1923, by the*joint efforts of President Johnston
and President Willard of ‘the Baltimore and Ohio
System, and introduced into the shops of that rail-
road. Similar plans,are niow being rapidly developed
on the Canadian National and Chesapeake and Ohjo
Railways. The details "of this plan and the resul'ts
thus far obtained on the Baltimore and Ohio are so
interesting that I feel justified in reproducing the
following excerpts from Mr. Johnston’s Silver Bay
Address. o .

The foundation upon which this new policy rests is simply
cooperation for mutual interest. In order that this may be
realized these five important steps must be agfeed to.

First—%‘ull and cordial recognition of the shopmen’s bona
fide unions a;'the properly accredited agents of the employees.

Second—Accord to our unions and their representatives
constructive, as well as protective, functions in industry.

Third—Agreement between our unions and management. to
cooperate for }improved public service.

Fourth—Agreement to share fairly the consequent benefits
in steadier and .more employment, better working conditions,
and larger yearly wage incomes.

. Fifth—Perfection of definite joint union-management ad-

. ministrative machinery tG xccomplish these purposes.

_Mr. Johnston then briefly elaborates and explains
each of these five steps. I will reproduce only step
two and step five as thus elaborated and explained.

“Slcp Two—Accord our unions constructive as well as pro-
tective functions-in the operation of industry, means the
enlargement of the scope of collective bargaining. Where we
now enjoy rccpgnition and have agreements with manage-
ment our task is simply to negotiate wage rates, working rules
and to prevent injustices to our members. This is our pro-
tective function. Since, however, industry will afford better
wages and wquing conditions when waste is reduced, we are
ready through our organization to join with management in
. the eliminatioh of such waste. In short, we expect industry
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to provide us with an increasingly better standard of living
and we are prepared to help industryTto do it. At the same
time we are also prepared to help inc1ustry batter its services
to the public. This constitutes our lconstrug tve function.
Step Five—Establishment of joint | machinery of coopera-
tion, reall‘y means doing something practical about Step No.
2, that is, “according the unions constructive functions in
managément.” Thus, in railroad slfop service the regular
local system committees of the organized shopmen confer at
regularly appointed times with ' parallel committees repre-
senting managemcn’t." These conferences consider matters of

. shop policy and operation, such as ‘job analysis, better ap-

prentice training and edycation, scheduling and routing of
work, balancing of shop forces, hiring new men, developing
new . lines of work, stabilizing employment and providing
better tools and equipment. The machinery of cooperation is
in addition to that which usuall‘ prgvails for the adjustment
of wages, working rules and grievapces. The latter matters
are handled as they always have be¢n, namely, by the regu-
larly developed machinery which hals become virtually stan-
dard ,}mdcr collective bargaining. ’

Mr. Johnston’s report of ;"esu‘lts, after more than a
.yéar] of successful operation under the cooperative

pplay, is as follows:

“It sounds good, but does it work? Is it
practical?”  We have carried muich grist to the mill sjqcc the
policy of cooperation was first | introduced in .the Glenwood

. Shops éf the Baltimore and Ohio Railroad, and in that case’
the theory of union-management cooperation has proven
sound. The workers and railroad have both benefitted; the
_shopmen by steadier work, recognition of organizations‘as
worthy parts of the structure of their industry, improved
working conditions, increased yearly wage incomes, fewer
gx;ievances and better equipment’ and methods for doing work:
‘and the management by steadier production, better quality of
woi’k, greater ‘economy of mat’eriz‘nl, increased “output, new
business, less Jabor turnover and |better shop moralé. The
public, too, has benefitted through; better service, less delay
and safer travel. '~ | d .

‘We started ‘in one shop of thj B. & O. Tt developed so well
that it has beeh extended to every shop dn the road, forty-five
in number, ad last year the opcrating expenses on the
Baltimore and Ohio were mucﬁ less and they got more miles
out of their cars than any othér road in the eastern country.

" The work was done well and e]very})ody has b?llaﬁt(ed thereby
C e e e Sir Henry - Thornton, President ufl .the
Canadian National, and a number, of other railroad officials
are waiting for us to help then“vge} the plan s(artg&l.

"These are the general rcsmts‘ reported by Mr. John-
ston last August (1924). o ’
Returning to the Hoxie analysis with its alleged

incompatibility between tra:de!\mionismﬂnd scientific
hat this incompatibility

management, it would seem t
"1loses somewhat in force lee‘g subjected to a close
examination, and that if the p ssibility of cooperation
between organized labor - and management be ad-
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mitted, it disappears entirely. DBriefly restated, it is
that trade unionism exists solely by virtue. of its’
ability to maintain a fixed industrial situation and
conditions over a definite period of time, while scien-
tific management can function only on. the basis of
constant and indefinite change of industrial condition.
The trade union, in its protective role, has been con- !
cerned largely with briniting external pressuré to
bear on the general economic situation so as to secure
for its members favorable contracts as to basic wages,
hours of work and working conditions. Scientific
management, on the other han?l, operates within the
general economic situation, accepting wages as de-
termined by the law of supply and demand, and then
reducing labor cost by increasing productivity through
improved equipment and methods. I can see no fun- -
damental reason why these two processes, protection
from without and development or evolution from
within, cannot cooperate and function together.” Thus
protective features such as minimum wage rates and
hours of work may still be established ande main-
tained through general contracts—while the “dynamic
or evolving side of production such as the inevitable'
development of better equipment and improved pro- .
ductive methods, may be guided and controlled by
joint committées representing labor and management
" along the lines of the Baltimore and Ohio plan, or by
some other suitable joint arrangement. The general
contract may be periodically revised as.the need arises.
That Professor Hoxie recognized in scientific man-
agement and organized labor two forces which must
in the nature of progress find a common ground is
indicated by one of the closing paragraphs in his
report to the United States Commission on Industrial
Relations, submitted in 1915 after a thorough investi-
gation into numeraus industries in which principles
of scientific management were in actual operation at
that time. This is the paragraph:'
The fact to face is that your commission is dealing in this
matter, with two forces neither of which may nor will be
sacrificed to the other. Also, conflict between them would

simply be marking time against the inevitable. It is in the
nature of things that they both live and fructify. How, then,

may they develop together? .

It would seem that this question—"How may.“‘t‘hey
develop together?” propounded nearly ten years ‘ago,
and inescapable in its demand for’ an answer rising
superior to old prejudice and narrow class feeling, is,

114G ¢ientific Management and Labor,” Appletén, 1915, page
137. i



