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Industrialism and Industrial Man
by

Clark KErg, Frederick H. HAreison, John T. DuxLor,
and Charles A. MvyERs

For a number of vears scholars associated with the Inter-University
Study of the Labour Problems tn Economic Development® have been
investigating the velationships befwéen indusirialisalion, managerial
leadership and wage-earning groups throwghout the world. In the
jollowing pages the four members of the co-ordinating board of this
project have set down thetr views on the guestion. Affer bringing out
the features of industrialisation that are common fo all nations, the
authors analyse the different voads fo industrialism and the types of
“ elite " likely io asswme leadership in the process in different circum-
stances. In conclusion they make certain predictions as to the form
of tndustrial society that will finally emerge.

VER five years ago the four of us wrote an article for the

International Labour Review entitled * The Labour Problem
in Economic Development: A Framework for Reappraisal”.* In
that article we suggested an “ alternate framework ™ to replace
the “ traditional analysis " of labour problems in medern industmal
society. We argued that it is ™ the process of industrialisation ™
rather than “ capitalism " which gives rise to labour problems,
that industrial systems differ according to the nature and effective-
ness of enterprise organisations and of the elites that direct them,
and that “ one universal response ” to industnalisation 15 * pro-
test ¥ on the part of the labour force as it is fitted into the new
social structure. Then, as now, we sought to go beyond the mere
description of individual countries ; we sought a system of ideas

! Financed in large part by the Ford Foundation under its programme
in economic development and administration, this project has drawn on the
resources of 2 number of universities and individuoal scholars, particularly
at Harvard University, Princeton University, the University of Califormia
at Berkeley and the Massachusetts Institute of Technology,

2 I'mternational Labowr Review, Vol. LXXI1, No. 3, March 1955.
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upon which to make generalisations concerning all industrialising
societies at all stages of their development.

In the course of the past five years we have learned much from
our own studies and travels as well as from those of our colleagues
in the Inter-University Study of Labour Problems in Economic
Development. The four of us have ourselves travelled on all five
continents. The Inter-University Study has sponsored owver
40 projects involving research in over 35 countries ; and a total of
73 persons of 11 different nationalities have been involved in some
phase of its work. Persons associated with the Inter-University
Study have to date published 14 books and 23 articles, and another
ten to 12 monographs are alreadv in the advanced stages of pre-
paration.! On the basis of our own study and that of our colleagues,
we have presented in a forthcoming volume our new formulation
of labour problems in economic development, and in this article

we shall summarise a few of our basic ideas and findings.?
._.,--'—-—"-_'__"-"_ _“_'-_'—-'-—-rq_.-

! The following books, based on the work of the Inter-Umversity Study,
have already been published :

Albert Bapre and Simon SIKSEK : Manpower and Oil in Arab Couniries
(Beirot, American University Press, 1960).

Reinhard BExpix: Work and Awthority in Indusiry. Ideoclogies of Man-
?gﬂment i|; the Course of Industrialization (New York, John Wiley & Sons,

fe., 1956).

Jobn T. DusLor . Indusirial Relations Systems (New York, Henry Holt
& Company, Inc., 1958).

Henry W. Exrmann: Orgamized Business in France (Princeton, N.J.,
Princeton University Press, 1957).

Walter Gavensox (editor) : Labor and Economic Development (New York,
John Wiley & Soms, Inc., 1959).

Frederick HarpisoN and Abdelkader Ibrahim IegaHiM: Human Re-
§mm:e.'i for Egyftian Enlerprise (New York, McGraw-Hill Book Company,

ne., T95B).

Fl'f:dftril:ltl-: Harsisonw and Charles A, Mvyvers | Managemeni in the ITndics-
trial World, an Imternational Analysis (New York, McGraw-Hill Book Com-
pany, Inc., 1959,

Heinz Hartmanw : duthority and Organization in German Management
(Princeton, N.J., Princeton University 'ress, 195Y9).

Harvey LemnensTEIN | Economic Bachwardness and Economic Crowfh.
Studies in the 'f'I'JErr]':,.' aof Economic L]'E'L"l-_'](:l[_‘l[l}l':l]t {New York, John Wiley
& Sons, Inc., 1957),

- Val R. lorwix: The French Labor Movement (Cambridge, Harvard
University Press, 1954).

1. McGrvering, D. Matrurws, and W, H. Scorr: Management in
Britain {Liverpool, Liverpool University Press, 1960).

":1131_':135 A. Mvyers: Labor Problems in the Imdustrialization of India
(Cambridge, Harvard University Press, 1958). LN,
. John C. Sueawer: High-Level Manpower in Overseas Subsidiaries.
Experience in Brazil and Mexico (Princeton, N.J., Industrial Relations
Section, 1960).

James Sydney ScoTrIin : From Field o Factory (Glencoe, 111, The Free
Fress, 1960),

* Clark Kerr, Frederick H, Harpison, John T. Dunror, and Charles A.
MvEens : Industrialism and Imdustrial Man (Cambridge, Mass., Harvard
University Press, 1960),
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We project a future, still long distant, with a world-wide
society of “ pluralistic industrialism ”, in which managers and the
managed may still carry on their endless tug of war, in which the
contest between the forces of uniformity and diversity will continue,
but in which persuasion, pressure, and manipulation will take the
place of the open industrial conflict of the earlicr stages of develop-
ment.

In this new formulation, moreover, we have been forced to
alter considerably some of our earlier concepts. We have become
convinced, for example, that “ protest ” 1s not such a dominant
aspect of industrialisation as we once thought. Indeed, labour
protest is on the decline even as industrialisation around the world
proceeds at an ever faster pace. Thus, instead of concentrating on
protest, we have turned our attention to the inevitable “ structur-
ing " of the managers and the managed in the course of industrialisa-
tion and to the complex “ web of rules ¥ which binds men together
in new chains of subordination and creates a network of rights,
obligations, and functions of workers, technicians, and managers in
the hierarchy of far-flung private and governmental orgamsations.

This article, as well as the book upon which it is based, is a
partial summary of our views at this time. But it by no means
constitutes our * final judgment ”, for we are ﬁnmmlttrd tﬂprl;gssmg
our inquiry forward into new areas. X A L=

i‘;lﬂ"";.—' “-';."I 3 Jﬁ M{JJ
Tae Locic oF INDUSTRIALISM t»zgvv**

' s,
Industrmalisatign has been abroad in the world for only about

two centuries. One hundred years ago only England had crossed
the great

vide on the road toward the industnial society. Today,
in the middle of the twentieth cenfury, perhaps a—thirdof the
world’s population lives in countries which are at least partially
industrialised. The remaining two-thirds of the world's peoples,
spurred by the revolution of rising aspirations, are in the throes of

initiating the march toward industrialism. Probably by the middle

&{: twenty-first century industrialisation will have swept away
most pre-ineistriat forms of society, except pn%ib]}' for a few odd
backwaters. This is the great transformation in the history of man-
kind on this planet—more basic, more rapid, and more universal

than anything that has gone b{'f-::nm The industrial Society knows
no national boundaries ; 1t is destined to be/a world-wide society.
What then are th? common characteristics an atives
which are inherent in t nivers 5ﬂﬂ13£3,:<-;tnwa.rd which all peoples
are marching ? First, the @sﬁﬁ%‘;ﬁcmty is associated with a
level of techno far in advance of that of earlier societies, The
science and technnlng}r of industrialism is based upon research
f I. cak J
o J..f_r( ~ 4nd s $
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organisations : univ ersities, research institutions, laboratories and
specialised departments of enterprise. In this society it is axiomatic
e, that the frontiers of I-:nm.ul:*dgc are limitless. Industrial qucmt}r
is also characterised by vast investments in plant, equipment
and machinery which demand the Eumulumn of capital on a
massive scale. :
i) Secondly, the industrial system demands in its labour force a
A wide range of professions. and skills. Indeed, the creation of high-
- L level manpower is one of the major problems encountered in the
- transition to industrialism. And, since science and technology
generate continuous change, new skills and nccupatmnﬁ ATe COn-
stantly replacing the old. Thus, industrialism requires an educa-
nal system functionally related to the skills and professions
imperative to its technology. The variety of SKills, responsibilities
and emplmnnent conditions at the work pIarr creates a new order-
e of society. There are successive levels of authonity
.:]r‘.r of managers and the mflnagecl as well as extensive specialisation
of functions at various levels in th mdus_tga_,_l__hmm& And, as
part of this structuring process, the working forces are governed

by wm which prescribes such things as hiring, compensa-

tion, Tayoffs, promotions, shift changes, transfers, retirements, and

e

e ——

dJEEI]_:l]_‘.II.lE in the work plﬁ(‘ﬁ

Thirdly, industrialism_ meated with sizeable organisations.

’2:} It 1s mainly an Qrban soclety! It is necessarily characterised by

large gnw&mnwnta] organisations. And the production of goods

and services becomes ever more concentrated in the hands of

large enterprises, whether they be private or public. In other

. wwnss  words, industrial society is “ the organisation society "
€t : Fourthly, the industrial society, in order to survive

B -T--".h

g o\ “ consensus @ which relates 1:1d:u'|duﬂls fmd groups to E_'E'.l:h other
AL~ anlrprovi E'-‘-a COMIMOoNn hody of 1d : I 3.

The working {orce, @
and its individuals must .:L'EHLIH‘H' TL':.[]D'ITSIDIIIt‘i,f for perfﬂrmamﬂ
ofassigned tasks and norms, Regardless of how this is achieved
the mmdustrial society must secure_a pace { work and a personal
responsibility exercised by mmnﬁu.ﬂ workers and managers
unknown in e ic_activity in traditional soci®Tlies,

ese, In brief, are the common features of the imdustrial society.
Every case of industrialisation, hiowever, may not be expected to

be identical. There are different s to industrialism, and the

/

‘? mce f these 515 made by angelite mingriﬂ wh.la:h in e o £)
?{ and leads the march towar CW i 5&;‘*@'{‘

For purposes of analysis we have dehnﬂﬂtﬂd ldEﬂl t
of elite which may under va_r}rmg circumstances and dEPEﬂdll'lg
W ne upon the pre-industrial society )élﬁﬁulﬂﬂ leaderqhz:m the indus-

W . "-'""/-.;. LA AL] & %’
it & W“J*‘,l' | e S
wfv LFGS  atap) T
Mfohyted  bde,
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_seeks to ordeg/th
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A
eliteshas a stratcg-}g,\:’by which it )

surrounding soci@ty.in a consistent manner.
¢ dvhastic elifF 13 M from the old military or landed

aristocracy, and it 15 held together by a common allegiance to the

established order. It cherishes the virtues and the institutions of
the past—the family, th\ﬁ@,fpﬁﬁ.ﬂmﬁm rtviand the
notion that people born into one class are sentenced by predestina-

tign to remain there. It organises a paternal industrial society,
with a paternalistic State, paternalistic employers, and the idea of

dependent workers, who are loyal to their superiors and beholden
to them for their welfare and leadership. This elite, though in

some cases moving slowly along the road, often organises a relatively
smooth passage(irom the traditional to the j y It
was prominent in the-mdustrialisatio Sap early

stages of industrial dévelopment 1n Germany.

The members of theZsécond elite are drawn from a rising middle
class. Its ideology is_gconomically individualistic and paolitically
egalitarian, Its creed is opportunity for the individual, laissez-faire
as a policy of government, with decentralisation of decision-
making power. This elite takes progress for granted, relving on
Eﬁé_f_l_*gg_ interplay of market forces tp promote the common good.
It can perhaps best be identified with Mﬁmnmm

_of the Industrial Revolution in England and its subsequent spread
to the United Sfates. — =7 SRRl

Thé"_]jfé. may be characterised as the rEvﬂIutiﬂnaa
intellectuals, It sweeps aside both the dynastic elite and the rising
middle class. The revolutionary intellectuals, self-identified for
the task of leadership by their support of what they claim to be
a scientific and ‘ eory of history, set out to pour new
wine into gﬁw Ther principal new bottle is the
w;%&% The prime movers of this seciety
demand a rapid forced march toward industrialism, and they
mould education, art, literature and labour organisations to their
single-minded purpose.

//  Next are thecolonial administratorS who have been, in the past
" at least, the originators of industralisation in some of the under-
developed countries of the world. Their concern, however, is less
with the countries they rule and more with the interests and the
requirements of the home countries. For this reason they face an
almost impossible task. They are not only exponents of a ne
systemn of production ; they are also members of an external o
alien society. Inevitably, with the march of time, they are dislodge
peacefully or overthrown violently. e e
The@g]ite i1s composed of the i ‘ '
ir followers i - ' ]
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drawn from the leadership of prior independence movements,
military leaders, or persons who were sent abroad to be educated.
The members of this group are in a hurry—to deliver and to deliver

—_fast. They are sparked by nationalism, but in itself nationalism is

more nr‘*}mn_ymr:nt th in a ﬁtmmi system of thﬁugh-‘t Thev are
and economic structures cuf thmr E‘nlmtnrq Fhﬂ' have no single
philosophy of economic progress ; but they have before them the
choice of different I'tlEF-—H‘:Elt travelled by the middle class, that
of the dynastic elite, and that of the revolutionary intellectuals. "
As late Starters on the march towards industrialism they can pick
and choose both technology and organisational arrangements to
effect the transition. The drive of these new nationalist leaders
is well illustrated by these words of Gamal Abdel Nasser: “ We
shall march forward as one people who have vowed to proceed on a
holy march of industrialising.”

L —
e T

To be sure, these “ ideal types ” seldom appear in a pure form ;
they abstract from reality. The industrialising elite in any par-
ticular country charactenstically is a mixture of several of these
types, but as analvtical devices they give a structure to the task
of understanding the different forms of lIldHhtI‘JdlL’aﬂtlﬂn they help
to explain the strategies involved and the patterns of management-
labour relations which emerge. /

Each of the industrialising elites develops a strategy toward -
the changes to be made in the cilture of the traditional societies.
The critical elements in the cultural environment are the family
system, class and race, religious and ethical valuations, legal
concepts, and the concept of the national State. Some elements of
the pre-existing culture are more resistant than others to the
penetration of industrialisation ; <ome elites, such as for example
the dynastic, place higher priority on preserving the traditional
values. In modern times the elites encounter resistance to change,
but concurrently they are assisted by strong aspirations for rapid
improvement in living standards. The strategy and success of
the different industrialising elites are thus affected in part by the
strength and rigidity of the pre-industrial culture and in part by the
revolution of rising aspirations, But in the end the new culture of
industrialism_successfully penetrates and changes the old order.

The elites are also confronted by a number of other constraints,
no matter what strategy they elect on the road to the industrial
society. Iirst, there are the economic limitations in the short period.
These mr;Iude the availability of 1:_*1_91ta] the natural resewrces of
the country, its stage of educational development, the level and

rate of increase of population, and the cép_agl_ty_tg_ﬂ:gagmﬂxpﬂﬂ
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trade. Secondly, the chronological date at which a country embarks
on the industrialising process makes a difference in the course of
growth. There are advantages and disadvantages in an early as
compared with a late start. Both the timing of the initial thrust of
industrialisation and the level of development from which a country
starts are likely to shape the magnitude of the effort confronting
the elites and the policies adgpted to start the journey.

Finally, the industrialising elites are required to make a series
of major decisions within the cultural and economic constraints
oSt Hentioned. Among the more important questions posed are
these : How fastshall the society be industrialised ? How shall the
requisite capital formation be secured ? What shall be the priorities
in development projects ? What shall be the characteristics of the
educational system and the means of training managers, technicians
and workers ¢ How self-sufficient or integrated shall the country
be with the world economy ? And shall it be the conscious aim
of public policy to limit the increase in population ? Taken as a
group, the answers to these questions describe a programme and

a time schedule for an industrialising elite.

A detailed analysis of the/Strategied of the different elites in
decision-making along the road of industrialisation lies beyond the
scope of this article.! In general, however, the dynastic elite is
prone to be content with a less strenuous pace ; it offers continuity
between tw and the new. rising middle class is apt to rely
upon the miarket and upon elécted governments to determine the
pace of industrialisation ; it offers individual choice. The revolu-
tionary intellectuals rely upon the single-party State as the engine
of development ; they offer a harsh but high-velocity industrialisa-
tion. The colonial administrators gear the pace to the needs and
interests of the mother country ; but they are doomed to extinction.
The pew mnationalist leaders encounter perhaps the most serious
problems in setting the pace. The aspirations of their masses have
been stimulated to expect immediate and substantial results from
national independence, while the political uncertainties of a new
State complicate the problems of accumulating the necessary
human and material capital from both within and beyond the
national borders.

Given the economic and cultural limitations listed above,
the faster the pace of industrialisation the greater is the need
to restrict consumption in order to accumulate capital, the more
necessary is the resort to direct contrel by the government,
the more drastic is the required reorganisation in agriculture

1See Industrialism and I'ndusirial Man, op. cit., Ch. 5, for fuller dis-
CUSSIOn.
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associated with the development of an industrial labour force, the
more likely is the resort to a rigid ideology and compulsion in
motivating the work force, and the more centralised must be the
web of rules to govern the work place. In determining the pace
and the rationale of industrialisation, some elites are more con-
sistently ruthless and deterrined than others.

In summary, the imperatives of industrialisation cause the
industrialising elites-to overcome certain constraints and to achieve
certain objectives which are the same in all societies undergoing
transformation. The approaches which they take to these con-
straints and objectives explain in large measure the diversity
among industrialising economies. Using this system of thought, or
logic of industrialism, an examination will now be made of the

extent and nature of the labour problems which are likely to arise
during the development process.

THE MANAGERS AND THE MANAGED

The labour problems of industrialising societies have their
origin in the structuring of relationships between the managers
and the managed. They both give rise to and emanaté from the
mm links men together in the new society. They
are related to the power, position and policies £ managers of
enterprises whether public or private ; to the opment of the
industrial working forces ; to the impact of industrialisation on the
worker and his response thereto ; and to the making of the rules
by workers, managers, and the State. Each of these aspects will

now be examined briefly.

The Managers of Enterprise

The managers of enterprises, public and private, and their

technical and professional subordinates are part of every industri

isipg elite. Management is a hierarchy of functions and people.

It includes entrepreneurs, managers, administrators, engineers, and
professional specialists who hold the top positions in enterprises.
So defined, management is crucial to the success of any industrial-
1sation effort. It may be viewed from three perspectives: as an
economic resource, as a class and as a system of authority within
the enterprise.

. As an economic resource, management becomes more important
with the advance of industrialisation. The number of persons in the
managerial ranks increases both absolutely and relatively in the
economy. This is the inevitable consequence of larger capital out-

|
LT [ D T T ----—-.ﬁ-l.l--.l.--l.—.l.'”“'J
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lays, the pace of innovation, the use of more modern machinery,
the growth of markets, and the increasing complexity of advancing
industrial societies. The accumulation of managerial resources,
moreover, requires ever-increasing outlays for technical and
managerial education, and forces educational institutions to become
more functionally oriented to the training of skilled technicians,
engineers, scientists and administrators.

As a class, management becomes more of a profession as indus-
trialisation progresses. In the early stages of development, where
enterprises may be new or very small, access to the managerial
ranks may be largely dependent on family relationships in some
societies, or political connections in gthers. But as the managerial
class must inevitably grow larger it becomes less arbitrarily
exclusive. As industrial society lays ever more stress upon scien-
tific discovery, technological inneovation and economic progress,
patrimonial and pelitical managers are swept aside by the pro-
fessionals.
~ As a system of authonity, management becomes less dictatorial
in its labour policies. In all socichies, of course, management
cherishes the prerogatives of a rule maker. But others, such as the
State ' so seek and gain a voice 1n the role-
making process. As industrialisation advances, they tend to limit,
to regulate or sometimes even to displace the unilateral authority
of management over the labour force. As a consequence, dictatorial
or paternalistic direction gives way to a kind of constitutional man-
agement in which the rules of employment are based upon laws,
decisions of governments, collective contracts, or agreements. Ina
few situations employer-employee relationships within the firm may
develop along democratic lines with joint participation.

The differences in management are related to the (stag® of

industrial development and also to the elites which assume leader-

ship in the society. The dynastic elite, for example, tends to

perpetuate a family-oriented and paternalistic managerial system,

whereas the middle-class elite introduces a professionalised man-

agerial class more quickly. The revolutionary intellectuals try to

prolong the life of political management, while the new nationalist

leaders may encourage the develupment of any or all Knds of
management as the occasion demands. <5

Yet, despite the fact that the ranks of professional management

z,ﬁ«v are destined to expand in all industralising societies, the man-

has neither the eapacity nor the will to become the

LZ‘F *  dominant ruling group. The managers are characteristically the

agents of stockholders, of state bureaucracies, or in some cases of

workers’ councils. Since they are preoccupied with the internal
affairs of enterprise, which become ever more complex, the members
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of the managerial class are prone to become conformists rather
than leaders in the larger affairs of society.!

The Development of the Industrial Labowr Force

Most countries have human resources which are available for
mdustrial t*mplﬂj.T:wnt.T"m no country is endowed with persons
possessing the habits, skills, and “ know-how ” necessary for indns-
trial development. Thus, the industrialising elites, and particularly
the managers of enterprises, are required to_build 2 large and diver-
sified industrial ur force.' This invoelves four interrelated pro-
CESSES | recruitment, commitment, upgrading, and seeurity.

Recruitment is the first step in development of the industrial
labour force. It is the process of selecting, hiring, and assigning
persons to jobs. Commitment is a longer and more intricate pro-
cess. It consists of achieving the workers’ permanent attachment
to and acceptance of industrial employment as a way of life.
Upgrading is the process of building the skills, the work habits,
and the mcentives for productive employment. It involves the
training and the energising of the working force. Security includes
the various facilities which may be necessary to provide worker
security both on and off the job.

From our studies and those of others we have concluded that
recruitment, commitment, and upgrading of labour forces can be
achieved reasonably well in any industrialising society. Industrial
man 15 a product not of a particular climate or ancestry but rather
of persistent effort and investment. Despite the allegations to the
contrary, man everywhere is adaptable to the industrial system.

The more difficult and persistent problem is that would-be
workers are more often pounding on the gates to be let inside the
factory system. Surplus lahour and chronic redundancy is the
maore common problem of most of the underdeveloped countries,
even in the early stages of industrialisation. Population keeps
expanding more rapidly than industrial employment : urban areas
become overcrowded ; underemployment persists in the rural areas
even as industrialisation advances. The rate of population increase
tends to fall only after living standards have risen substantially,
and this takes time even in those countries making a rapid march
toward industrialism. The newly industrialising countries, there-
fore, are faced with a dilemma—where and how to hold surplus
labour. If held on the land, disgtised unemployment mounts -
il held within the factories, productive efficiency is impaired : if

* A comprehensive analysis of management is presented in another book
in the Inter-University series: Frederick HarB1soy and Charles A. Myers :
Management in the Industrial World, an International Analysis, op. cit,

B ——
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held outside the factories in overcrowded urban areas, the strain
on community resources becomes intolerable. Only employment
on massive, labour-intensive public works, roads or irrigation
systemns seems to offer an answer, Certainly, in the face of mounting
pressures of population, industrialisation on its own offers no cure.

Here again the elites adopt somewhat different strategies in
developing and managing industrial labour forces. The dynastic
elite will rely more heavily on paternalistic devices to commit the
worker to industrial enterprise ; the middle class will depend upon
the labour market ; the revolutionary intellectuals will get commit-
ment by ideological appeals, direction of employment, and differ-
ential incentives. The dynastic elite is likely to require the em-
plovers to provide jobs for all permanent members of the industrial
working force, but is unconcerned with employment problems
outside the factory gates. The middle-class elite relies upon the
forces of the product market to provide jobs in the long run. The
revolutionary intellectuals either refuse to admit the existence of
mass unemplovment or mobilise a redundant labour force on
public works projects. And the nationalist leaders tend to adopt
any or all means which appear to offer the most satisfactory
solution for the time being.

The Response of the Worker to I ndusirialisation

b

ﬁ.Industrmhsatm‘r? redesigns and restructures its/human raw
maﬁﬁ—ﬂs whatever the source. Thus, the dev&lupmﬂnt of an indus-
trial work force necessarily involves the destruction of old ways of
life and the acceptance of the new imperatives of the industrial
work community. While the worker is in the end malleable, his
metamorphosis gives rise to many forms of protest.
Characteristically, the p’n‘tmII} committed labour force may
express protest through excessive absenteeism, turnover, theft,
sabotage, and spontancous or sporadic work stoppages. The
committed labour force is more likely to organise industry-wide
strikes and formal political activity, while day-to-day grievances
are presented through disputes machinery or labour courts, largely
without stoppages. Marx saw the intensity of protest increasing
in the course of capitalist development. We hold a contrary view,
Qur studies reveal that protest tends te reach its peak relatively
early in the transformation and to dechine in its overt manifestations
as industrialisation reaches the more advanced stages. Incipient
protest is moderated, channelled, and redirected in the advanced
industmal society.
The elites, of course, must cope with the problem of worker
protest, and here again they adopt different policies toward the

-
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formation of labour organisations which possess potential economic
and political power. And in each society the emerging labour
organisations adapt themselves rather distinctively to the pre-
vailing environment. The labour organisations in the dynastic
society remain * foreign ” to the elite ; in the middle-class society,
they tend to conform to the product market structure. The revolu-
tionary intellectuals regard labour organisations as instruments of
and subservient to the State. The colonial administrators find labour
orgamsations always in opposition, forever pressing relentlessly for
national independence. And the labour organisations under the
new nationalist leaders are often beset with conflicting and divided
loyalties, sometimes conforming to and on other occasions bringing
pressure against the new régime.

Most labour organisations, and particularly those in the newly
industrialising countries, pose thorny issues for the elites. First,
they lay claim to higher wages, while the elites may be preoccupied
with capital formation. Secondly, they may strike at a time when
work stoppages will be detrimental to production. Thirdly they
of necessity demand redress of worker grievances and complaints,
while the nationalist leaders, in particular, may be intent upon
achieving better discipline, a faster rate of work, and more output.
Finally, labour organisations are prone to seek independence and
freedom as institutions, while the elites are more concerned with

making them politically subse Or IMSUring +that thﬁi._':_ai:ﬂl be

litically ne

_abour organisations, in summary, are essentially reflections
of the societies in which they develop. The universal responses
of workers to industrialisation, and the nature of expressions of
thﬂr_p__r::test are increasingly moulded to conform and contribute
to the strategy of the industrialising elites, Though the leaders of
labour seldom rise to dominating pesitions in a society, they are
persons who always warrant recognition.

The Rule Makers and the Rules

Industrialisation creates industrial workers, managers, and
government agencies. All three are necessarily involved in industrial
relations. And, just as industrialisation brings about different
economic systems, so does it necessarily develop different * indus-
trial relations systems ", Again, according to the nature of the elites
and to the stage of development, every infhnstrial relations system
fulfils at least three major functions. @ﬂz defines the relative
rights and responsibilities of workers, managers, and the State, and
establishes the power relationships between them. Secondly, it
channels and controls the responses of workers and managers to

- A
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the dislocations, frustrations, “and. insecurities inherent in the
mdustrialising process. And ‘thirdly, it establishes the network of
rules, both substantive and procedural, which govern the work
place and the work community. Industrial relations systems reflect
the persistent themes of uniformity and diversity which have heen
referred to in this analysis. In our book we have described in
some detail the factors accounting for this uniformity and diversity,
and we have also pointed out how specific rules are dependent upon
the stage of development and the nature of the industrialising elites.?
These rules govern such things as recruitment and commitment,
levels of compensation, the wage structure, and procedures for
settlement of disputes.

In effect, therefore, the industrial relations system provides
the structure and the machinery for the functional relationship
between the managers and the managed in any industrialising
society. As a system it is related to the economic system with which
it operates. Industrial relations systems, therefore, can be logically
analysed and usefully compared. They are not unique, isolated
nstitutional arrangements with particular significance only to a
particular country. It is thus manifestly possible and desirable
to compare labour problems in one country with those in another,
and our analytical framework, we feel, offers a method for doing
this.

Tar Roap AHEAD

As industrialisation advances, the forces making for uniformity
among different societies become stronger than those perpetuating
diversity. With the passage of time, each developing nation moves
further from its pre-industrial stage and {rom its original industnal
leaders. As they bring in new recruits from different strata, the
various elites become Iess distinct, The ideclogical differences
tend to fade ; the cultural patterns of the world intermingle and
merge. The once vast idealogical differences between capitalism and
communism give way to more pragmatic considerations in the
operation of industrial society. Increasingly, the elites all appear
in the same light.

The trend toward greater uniformity is attributable to a variety
of pressures. Technology in itself is a unifying foree. The thrust
of progress also serves the cause of uniformity, and gradually
there is less difference between the various categories of workers and
industries in each country. Education brings about a new equality
with the elimination of illiteracy and the development of skills.

1 For an even more extended discussion, see John T. Dunvcor : Indusirial
Relations Systems, op. cit.
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The State everywhere becomes ever larger and more important.
Larger-scale enterprises are common hallmarks of all advanced
industrial societies. Finally, the compulsion to compare helps to
achieve uniformity. The pressures for progress and participation
In a new economic order are enhanced by the world-wide character
of industrialisation, by international trade, by travel, by modern
means of communication, and by global exchange of ideas.

The road ahead leads to what we call  pluralistic industrial-
ism . The fully developed industrial society in our view will be
one in which the struggle between uniformity and diversity con-
tinues, a society which is centralising and decentralising at the same
time, a dynamic society which, while marked by complex and
conflicting pressures, develops a common cultural consensus.

In this pluralistic industrial society the State will not wither
away. It will handle the conflict among the differing power elements
in the society ; it will contrel collusion by producers against con-
sumers ; and it will establish the relationship between members and
their organisations. The managers of enterprise, whether public or
private, will be professionals, technically trained and carefully
selected for their tasks. They will be bureaucratic managers, if
~_private, and managerial bureaucrats, if public. The distinction
between managers will be based more upon the size and scope of
their enterprises than upon the ownership of the means of pro-
duction. Occupational and professional associations will range
alongside the State and large-scale enterprise as centres of power
and influence. And uniting the State, the enterprises and the
occupational associations will be a great web of rules established
by all three entities, but particularly by the first,

In this society conflict will persist, but it will take the form of
bureancratic skirmishes rather than dlass war. Groups will jockey
for position over the setting of jurisdictions, the authority to make
decisions, the forming of alliances, and the granting or with-
drawal of support or effort. The great battles of conflicting parties
will be replaced by a myriad of minor contests over comparative
details. Labour organisations will cease to be parts of class move-
ments urging programmes of total reform, and become more
purely pressure groups representing the occupational interests of
their members.

In this emerging world-wide society industrial man will be
subject to great pressures of conformity fmposed not alone by enter-

prise mang.&n_.:-?jent but also by the State and by his occupational ¢4

association. For most people any true scope for the independent
spirit on the job will be missing. But,.outside his working life,
industrial man may enjoy more freedom than in most earlier forms
of society. Politically he can have influence. He will enjoy higher
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living standards, greater leisure, and more education. And, along
with the bureaucratic conservatism of economic life, there may be

~~ a new Bohemianisgy in other aspects of man’s existence which

can give rise to a new search for individuality and a new meaning
to liberty.

Technology need not, as Marx thought, reach into every corner
of society. Indeed, the conformity to technology may bring a new
dedication to individuality. This is the two-sided face of pluralistic
industrialism that makes it a split personality looking in two
directions at the same time. Utopia, of course, never arrives, but |
industrial man the world over will probably acquire greater freedom
m personal life at the cost of greater conformity in_his work-.
ing life. Industrialism can and will bring about for him a better
existence.
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